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| nt roducti on

\Mn the original, hard-cover edition of this work appeared in
Novenber 1950, it opened with a brief preface: "This nanual for |eader-
shi p has been prepared for use by the Departnent of the Army, the
Department of the Navy and the Departnent of the Air Force, and is
publ i shed for the information and gui dance of all concerned."

The note was signed "G C. Mrshall." Gen. George C. Marshall was

then serving as secretary of defense. Some years earlier, while serving
as Arny chief of staff, he had inspired the undertaking due to his
personal conviction that all Anmerican mlitary officers share conmon
ethical and noral ground. [Individual services were comanded by nen of
integrity, honor and great |eadership. The newy created Departnent of
Def ense, however, was a harness that chafed at the historical autonony of
t he servi ces.

This version, while holding with the purpose outlined and adhering to

t he broad phil osophical guidelines provided by the original author, Brig.
Gen. S. L. A Marshall, has been nodified by the experience of the past

38 years. During that tine, we have experienced triunph and disaster

The nation has noved froma naive optin smwhere anything is possible

to a nore mature reality where nost things are possible, if we are willing
to pay the price.

This book is based on the firmconviction that our nation is always at

| east on the threshold of greatness and is worth whatever it takes to

mai ntain our ideals. It is about the love of duty and the know edge that
there is no higher calling than that of an Arned Forces officer. dd-
fashi oned concepts of service, of loyalty, of duty and of being better
than you think is possible are included because they work and apply in a
conplex and volatile world that sonmetines seens to |lack a foundation for
action.



Speci al Trust and Confi dence

-l-his book is about Anerican Arned Forces officers of all services
and grades. It is an Anerican book and makes no apol ogy for its point
of view. The book’s roots are in the witings of both mlitary and civi
| eaders; it depends heavily on the thoughts and phil osophi cal gui dance of
Army Brig. Gen. S. L. A Marshall, who wote the original and classic
"Armed Forces Officer.” It was witten to provide a foundation of
t hought, conduct, standards and duty for officers.

It exam nes the qualities that have led to greatness. Even though the
book uses exanpl es of great |leaders in American history, it is not about
generals and admirals. It is about those special obligations,
responsi bilities, demands and standards that you and all mlitary officers
nmust mai nt ai n.

To begin with, all Arnmed Forces officers swear the same oath that every
president and nmilitary officer has taken since George Washi ngton becane
the first president of our nation and commander in chief of its arned
forces. They have sworn or affirnmed that they will uphold the Constitu-
tion of the United States against all enemes, foreign or donestic, to
bear true faith and allegiance to the same and to di scharge well and
faithfully the duties of the office without any nental reservation or
pur pose of evasion.

An officer who swears or affirns that sinple oath joins a 200-year

tradition by nmaking a comrtnment to our nation and our Constitution. It
also is a warning to any potential eneny. Just as in tinmes past, it is the
commitment of "life, fortune and sacred honor." It is a guarantee to the

nati on and to any eneny of the nation that the officer is prepared to take
any action necessary to keep our nation free.

The new officer is given a comission stating that the president of the
United States has granted the officer authority, having reposed "speci al
trust and confidence" in the "patriotism valor, fidelity and abilities"
of that officer.



A conmmission is never lightly given
It does not nean that the officer instantly becones a | eader

It nmust be earned and deserved.
It nmeans

the officer has been found worthy to enter a profession that dedicates
itself to the | eadership of American fighting forces and the defense of

t he nati on.
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house. This, however, is not the result of national rejection of the
mlitary.

The My Lai tragedy was not so nuch that troops snapped under the
pressures of conbat and nmurdered civilians. Such an unacceptabl e act,
sadly, has the potential for happening in any mlitary unit under stresses
of conbat. Rather, the lack of understanding and the outrage of the
nati on focused on the sinple fact that it was an Anerican officer who
failed to stop the troops. "Wiere was his norality?" "Were was his
courage?" And, nost inportantly, "Wy didn’'t he stop what he knew to
be wrong?"

There are neither easy answers nor acceptabl e excuses. There is only
the fact that the officer in charge failed to live up to the nationa
Expectation of what an officer nmust be. As a result, he was convicted of
amlitary offense.

Thi s obviously extreme exanple of the noral standards the nation
demands of its officer corps enphasizes the noral inperative for per-
sonal honor in all officers. The assunption that Anerican officers wll
mai ntai n the hi ghest standards nakes it unnecessary for the American
oath of office to include, as does the Russian oath, penalties for
br eaki ng t he oat h.

The military officer obviously is not the sole repository of nationa
honor and national norality. Many Anericans, in just as many profes-
sions, have codes of behavior and professional standards. The nation
expects nore fromthe mlitary officer: |1t expects a living portrayal of
t he hi ghest standards of noral and ethical behavior. The expectation is
neither fair nor unfair; it is a sinple fact of the profession. The
future of the services and the well-being of its people depend on the
public perception and fact of the honor, virtue and trustworthiness of the
of ficer corps.

What may appear as unfair is that any breakdown of trust or in
behavi or by any single officer reflects on all. It nakes no difference
that the failure could be as sinple as slovenly dress or as extrene as the
| oss of control of conbat forces. Any scandal involving any officer
affects the public perception of all officers. |In the final analysis, the
Armed Forces work for, and are responsible to, the public. [If the
Ameri can peopl e cannot depend on an officer to live up to the standards of
t he profession, how can they entrust the officer with the lives of their
sons and daughters?

The nation nust be shown by daily exanple that the authority vested

in the officer is well-placed and warranted. When the pendul um sw ngs
fromfavoritismto near rejection of the mlitary due to national experi-
ences that stir dissent, protest or anti-mlitary clanmor-and it will-the
only choice for the mlitary officer corps is a visible rededication to
the precepts of honor, integrity and trust.

It will never be easy. Qur complex world beconmes even nore so daily.
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Today's officers WII face decisions and i ssues that were unthinkabl e just
A few years ago. The conplex and difficult problens have no easy
solutions. There is no nmagic conputer to provide precisely the right
answer. Approaching the profession with a firm understandi ng of honor
integrity and duty nmakes the search sinpler and the answer clearer

Sonme Anericans occasionally question the need for such high stan-
dards of conduct. After all, the concept of mlitary officers is based on
the notion of "gentlenen," who, by definition, possess the ideal qualities
for mlitary | eadership. Many Western societies have operated
governnments and armed forces on the assunption that the accident of
birth presupposed the ability to |l ead nations and arm es. Landed or
noni ed status sonehow gave one |oyalty, courage, devotion to duty and
the ability to conmand. The practice of buying conm ssions was
designed to perpetuate this notion

Only "gentlenen" could afford to purchase a conmi ssion, so only
gentl emen were officers. COccasional battle catastrophes resulted from
i nept | eadership, but so long as there was a preponderance of arms and
discipline, it was not inpossible for the nost inept officer to defeat na-
tive forces.

America quickly discarded the flamed system of selling conm ssions.
Allowing troops to elect officers worked only marginally better. W rap-
idly began to define | eadership in ternms of inherent qualities and teach-
able skills, based on the person rather than on the accident of birth.
The concept reflects the Constitution’s notion of individual dignity and
val ue. Respect for individual rights is also the reason we have a | ong
hi story of disapproving of any action that demeans any nenber of our
mlitary.

No nmilitary system can work unl ess the officer corps enbodi es high
standards of honor, integrity and subordination of self to national direc-
tion. Adherence to standards, as fornmer Secretary of State Dean Rusk
stated, "nmakes it clearly inpossible to conceive of a nilitary assunption
of political power."

Asked to nane the one quality that marks the outstanding officer
Navy Vice Adm WIIliam Ranmsey, vice commander in chief of the U S

Space Command, replied without hesitation: "lIntegrity! Wthout integ-
rity, there is nothing." Lt. Gen. Wnfield Scott, superintendent of the
U S. Air Force Acadeny, answered similarly: "An officer’s entire worth

lies in his personal integrity.”
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VWat |Is an Oficer?

You must know that it is no easy thing for a principle to becone a man’s own,
unl ess each day he maintain it and hear it mmintained, as well as work it out in life.
- Epi ctetus

\Mt does it take to make a good officer? What conbination of
factors makes you different? Were do you draw the Iine? Wat do the
Arnmed Forces expect from you?

Juni or officers who responded to those questions, as part of the revi-
sion of this book, showed a desire for specific direction and sinple
answers to difficult and conpl ex problens.

Good officers are conpetent at the profession, denonstrate by exanple
t he hi ghest standards of noral and ethical behavior and continue to try
to becone better. Good officers spend a significant anpunt of time and
effort l|earning about their craft, thenselves and the peopl e who work
with them They are surprised by the vagaries of fate but not by the
facts that exist. They understand both the failings and the possible
magni fi cence of human beings. They care deeply about nation, service and
duty. They are self-disciplined and sel f-notivating.

When David d asgow Farragut becane a nidshi pman at age 9, |ong
before the U S. Naval Acadeny was established, it was a nmuch sinpler
worl d. When the superintendent at West Point nade it a practice to take
the incom ng class for nature wal ks al ong the Hudson River, it was stil
an understandable world. Wen Dwi ght David Ei senhower, w th sheer

skill and force of personality, was able to bring all of the viewpoints,
bi ases and national goals of many nations into a single international
fighting nmachine, it was still possible to be expert in many of the forces

t hat nol ded human desti ny.

Sonetinme in the 1960s, perhaps as a result of the self-exanination
process that cane with the war in Vietnam an old idea resurfaced anong
sone politicians and intellectuals: Peace is all-inportant and shoul d be
obtained at any cost. The sanme idea has contributed to the coll apse of
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nati ons throughout history. (Carthagenians, for exanple, learned its price
centuries ago.)

Peace-at-any-price thinking led to the perception that the United
States, by resisting aggression, was the noral equival ent of the Soviet
Union, if not an outright force for evil in the world. The belief inplied
that sonmething is wong with the notion that Western liberty is special
superior and worth defending. This phenonenon found adherents, took root
and grew in the mnds of many. The sinple belief seened to nmake sone kind
of sense at first glance. |t made no sense to anyone who had a mini num
of ethical education or had to do the fighting.

The nost inportant thing worth noting as a response to concepts of
noral equival ency and the conduct of conbat is that Armed Forces
of ficers continued to do their duty during the unpopular war in Vietnam
despite critics, street protests and political disputes back homne.

The structure by which differing political systems come to agreenents
and accommpdations is a diplomatic one. A major duty of the Armed
Forces is to ensure that diplomatic initiatives get a reasonabl e hearing.
To acconmplish this requires an officer corps of exceptional dedication
responsibility and ethical behavior.

An Arned Forces officer is involved with the nation, service, unit,
community, famly and religion. The Arnmed Forces have al ways recog-
ni zed the inportance of religion to the lives of service nenbers and been
able to accommdate it. The individual officer must recognize that unit
menbers may profess a wide range of faiths or no religion

An Arned Forces officer does the homework necessary to be a com
pl ete and useful |eader anong the nation’'s warriors. The study never
ends. It entails hard work and hard thinking about what the officer is,
where his or her duty lies and what the person is trying to becone.
Taking the oath to support and defend the Constitution inplies a require-
ment to know the Constitution. An officer preparing to defend against a
speci fic eneny must know sonet hi ng about that enemy. The Arned
Forces recogni ze that the continual |earning process takes tine and sone
gui dance. The professional nilitary education system as good as it is,
is just the basis for continual study and | earning.

The Arned Forces officer always is physically ready to neet the job's
chal  enges. Not everyone can win gold nmedals at the A ynmpic Ganmes, but
everyone can maintain the required physical capability. Excellent
physical conditioning is related directly to the nmental stamina (hat is a
| arge part of |eadership. Service academni es recognize the inportance of
physical fitness in their notto that while not every athlete can be a
cadet (or midshipman), every cadet (or midshipnman) is of necessity an
athl ete.

Navy Vice Adm James Stockdal e has put rmuch of the job of any mli-
tary menber in perspective. A longtime prisoner of war, he |earned sone
of the lessons in the nost brutal of schools. He |learned themso well and
taught them so well that he wears the nation’s highest award, the Meda
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of Honor. His viewis sinple and direct, and it works: "If you don't

| ose your integrity, you can’t be had and you can’t be hurt. [If you don't
take the first shortcut or nake the first conprom se, that is, |ook for
the tacit deal, you can't be had."

When counting beans, the answers are sinple. |In matters such as
norals or ethics, specific answers are difficult to find.

Today’s world is far nore conplex and nore difficult to understand
than the previous generation could ever imagine. Earlier officers could
not foresee concepts like the German raiders, who drifted for nonths
waiting for targets, or the British fleet steanming at 8 knots fromBritain
to the Fal kl ands with the Russians-via a reconnai ssance satellite-
wat ching their progress and passing the infornation to the eneny. Affairs
of men and nations are narvelously conplex and only rarely are what
t hey appear to be on the surface.

Consi der a few basi cs:

* nmost people like predictability;

* nmost people do not want to make the effort to be different;

* nmost fol ks do not understand how good they really are.

A young officer, called upon to brief the cormander of a mjor com
mand, made an exceptional presentation. He spoke about one of the
nore technical areas of the training process, that of |learning stations
and the design of the stations. Wen he finished, he stepped to the |eft
of the lectern and waited for comments. They were inmediate and to the
point. The general told the lieutenant, "I appreciate your remarks, but I
do not think that you are correct. What | want is sonmething totally
different. And that is what we are going to have!"

The young of ficer thought for a monment and, to the surprise of the
staff, responded:

"Sir, you are totally wong! What you have told us to do will set
trai ni ng back some 30 years!"

The general, understandably hostile, asked, "Lieutenant, do you have
any i dea whom you are addressi ng?”

The young of ficer |ooked around the room for help, saw none, but
took a chance. He answered:

"Sir, | amthe nation's expert in learning stations. | wote the book
that your people use to design them | have a doctorate in the field, and
nost people defer to ny judgnent. |In short, sir, I amthe best that you
can get, and you, sir, are but the general who will make use of ny
know edge. "

Was he out of line? O course he was. One reason sone Arned Forces
of ficers nake flag rank, however, is their ability to recognize and
develop their people’'s talents. This general ignored the all-too-obvious
cheap shot and, with great tact and patience, gave the |lieutenant and the
entire staff a lesson. He easily could have chastised the young officer
hum liating himto the point where the officer would quit at the first
opportunity. |Instead, he taught the entire staff the necessity for acting
on what an



of ficer knows to be correct; he taught a whole |ot nore about the ways to
present that opinion.

He told the lieutenant to be seated and spoke to everyone in the room

"What that young man said is correct. |If he is the nation's expert, then
his judgment in that specific area represents the best input that | can
get. | have to commend himfor the courage to tell ne the truth as he
sees it. | don't like the way that he said it, but even in the way that
he said it, he is right. | amthe general, and | have to nake the
decisions. If all that | have to nmake that decision with is ‘gut feel,’
then that is what 1'Il use. But if | can get all nenbers of the staff to

give nme both honest and reasonably polite responses to the issues at hand,
then all of our jobs will be easier and the entire comand will function
better. Everyone, including the general, can, at tines, be wong. You are
not serving any of us well if you permt that error to continue."

Later, the general had his aide give the young officer a copy of How to
Wn Friends and | nfluence Peopl e.

Armed Forces officers bring to mind the lines in Kipling s poem
"If-." They must keep their heads when all about them are | osing
theirs. Wen in conbat, they nust always remenber that it is conbat
and not a maneuver taking place in a friendly land. There is no excuse
for I osing people or equi pnment because, "That’'s the way we do it at Sta-
tion Xin the States." There are good reasons to learn the | essons of the
past and apply themto the current situation

Exposed aircraft neatly lined on the tarmac, capital ships gathered in
exposed harbors, the refusal to accept collect phone calls fromcrisis
areas and the housing of troops in vulnerable facilities are exanpl es of
the I ack of officer understanding of the threat of combat or terrorist
attack.

Many nore exanples could be found. All are based on soneone’s
noti on of econom cs, expediency or pronmotion. All have resulted in the
needl ess death of good people. Al are unforgivable.
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Responsi bility and Privil ege

I:;lﬂ P-Rank hath its privileges. True or false? The answer is both.
As responsibility increases, it is both nornmal and comonpl ace that the
system provides for elimnating trifling, time-consum ng annoyances. |If
an Ei senhower is commanding an Allied invasion of Europe, it is not
unreasonable for himto have soneone to plan, prepare and serve neal s
or to get a uniformclean and ready to wear. An officer should never for-
get that privileges to senior officers free their hands for their primry
duties. There is, of course, another side of the matter. \Wen people are
successful, they usually expect and appreciate the good things in life.

Retired Air Force Gen. Ovil A Anderson started in the nmlitary by
digging ditches. He noticed one day, while digging in the rain and w nd,
that there were few officers in the ditch with himand no aviation
officers in sight. That was adequate incentive for him Re got out of the
ditch and into Oficer Candidate School. He went to flight school and
wound up conmanding the Air War College. Was privilege his prinmary
notivation? No! It was getting out of the ditch and drying off.

Except for proponents of the Japanese Theory Z style of |eadership,
nost sectors of society provide sone set of perquisites, or "perks," to
reward increased responsibility. 1t could be as sinple as the Marines
practice at one hot, southwestern base where officers always get ice in
the snack bar drinks, or it could be a full staff of servants, cooks and
drivers. Qurs is a capitalistic society, and nost of our society accepts

the concept of reward. It does not accept unwarranted assunption of
privilege. Bill Mauldin's Wrld War Il cartoon illustrates what privilege
isn"t. In the cartoon are two officers | ooking out over a beautifu
valley. One says to the other, "Nice view. |Is there one for the enlisted
men?"

One of the keenest minds of our tinme said that responsibility is what
devol ves upon a person, and privilege is what he ought not to take but

does. In a perfect universe, this would be true. Unfortunately, few of
us have found that universe. Instead, we nust |live and work in the one we
have. At all levels, people will aspire nore and their anbition will be

9



firmer if getting ahead will nmean for theman increase in the visible
t okens of deference fromthe majority, rather than a sinple boost in
paycheck.

Abuse of privilege creates nmuch of the friction between people. The
root of the problemis not that privileges exist, but that they are
exerci sed too often by people who are notivated not by duty, but by
privilege. The officer who is nbst concerned with the responsibility of
the profession will find little resentment of the exercise of the rightfu
privil ege.

Aneri cans get their backs up whenever they think they are being
pushed around sinply for the sake of the pushing. W understand and
accept that privilege attends rank and station and that it is confirned
and nodified by time and environnment. Wat was right yesterday may be al
wrong tonorrow, and what is proper in one set of circunstances nay be
whol Iy wong in anot her.

Abuse of privilege by Arerican officers was a concern during debates
on the ratification of the Constitution. Mercy Warren, a prolific witer
of the tines, wote that "ordinary citizens were dissatisfied with the
hi gh pretensions of the officers of the arny, whose equality of condition
previous to the (Revolutionary) war was, with few exceptions, in the sane
grade with thenmsel ves." She added that the airs assumed by men who
had only recently held scythes or pounded anvils were obnoxious. Odi-
nary Americans, she recorded, held suspect those who might erect a gov-
ernment too splendid for the tastes and professions of the general popul a-
tion. And she left no doubt that those who had served as officers under
George Washi ngton were the men she neant.

In Washi ngton’s Continental Army, a first |ieutenant was
court-martialed and jail ed because he deneaned hinself by doi ng manual
| abor with a working detail of his men. Alnost two centuries later, while
stationed with the 1st Air Cavalry in the highlands of Vietnam Air Force
Maj . James |. Bagi nski, needed sonme housing for his small detachment
of Air Force officers and enlisted people. The 1st Cavalry was busy and
could not help nuch. The "Bagger" gave everyone sone tools, "found"
some | unber and, |eading the work team hinself, had the troops’ quar-
ters up and habitable in two days. Mj. Baginski |ater becane Maj. Gen.
Bagi nski and never lost the idea of "doing because it has to be done."
Bot h actions were correct for the times and pl aces.

Duty is the greatest regulator of the proper exercise of one’'s rights.

Here we speak of duty as it was neant by G useppe Mazzini, Italy’'s great
patriot of the early 19th century, when he said: "Every m ssion consti-
tutes a pledge of duty. Every man is bound to consecrate his effort to
its fulfillment. He will derive his rule of action fromthe profound

conviction of that duty." The key to the high regard for duty flows
naturally in that sense of proportion that we call common sense.

In tines past, common sense often was at odds with the idea of dignity
in officers. On balance, special privileges are relatively few and the
respon-
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sibility great. Because this entire book’s thrust is the fundanental
responsibilities of officership, the following statenent is worth

repeating again and again: It is a paranount and overridi ng
responsibility of every officer to take care of the people of the conmand
(of whatever size) before caring for hinself or herself. 1t is a cardinal

principle. Yet sone junior officers fail to understand that it requires a
steadfast fidelity-not |ip service-since the troops’ |oyalty cannot be
conmanded when t hey becone enbittered by selfish action

Row deeply does the rule cut? In the line of duty, it cuts to the very
bone. It is the officer’s job to nake sure that his or her people cone
first. Getting the short stick a tinme or two, if it happens, is part of
t he j ob.

Wiy take care of your people first and all of the tinme? The answer is
elementary. It all conmes back to the officer who cannot get by unless he
is taken care of by his people, especially in conbat. The close
associ ati on and mutual support strengthens courage and sel f-confidence.
Few, if any, are born with these qualities in full blossom They are
gifts fromour ties with each other.

Last is the notion of accountability. Oficers are accountable for what

happens to the Armed Forces, their service and the people. |If someone is
sullying the uniformor obviously in need of some help, only the blindest
and nost insensitive officer will not take the tactful action necessary to

correct the situation. This idea of accountability can be extended into
the officer’s wallet. Just as someone is responsible for every order

gi ven, soneone is responsible if sonmething breaks. |If the order was a

di saster or the thing broke because of sone failing or stupidity on the
part of the officer who gave the order or "broke it"-he or she may get to
pay, in dollars and tine.
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Pl anni ng Your Career

No of ficer should be pronoted who has not denponstrated the nental and
physical stamina and the noral and physical courage required for greater
responsibility.

-Gen. Dwight D. Eisenhower (during the North African canpaign in 1943)

/ll\lﬂain purpose of this book is to stinmulate thought that will en-
courage officers to seek the truth about thenselves. It is never a good
idea to try to give precise fornmulas about things that, by nature, are in-
definite and subject to many variable factors. Career planning is one
such thing.

Career planning has only one basic rule. The individual officer is
responsi bl e for what happens to himor her. Essentially, it is nmuch |like
t he aphorism provided by Vice Adm Ransey about job progression, "It is
not the job you have; it is the job you do that counts."

The mlitary services provide exceptional education and training oppor-
tunities. Managenent systens clearly define job progression
responsibilities and a broad range of challenging specialties. The
services also have experts to nmanage the careers of both officers and
enlisted personnel. The focus of all this systemof identification
career nanagenent and pronotion is the individual. It wll always be
"what you do with the job you have" that will count.

Peopl e enter the mlitary services for alnost as nmany reasons as there
are people. Sone join because it is the only profession open at the tine.
Sone are seeking educational opportunities. Many sign up for the "lure
of the sea" or the opportunity to fly or the challenge of |eading troops.
Sone cone because they were unable to find a better job in the civilian
worl d. Whatever the reason for entering, few conme to nmlitary service
with a firmdeterm nation and clear decision to serve a conplete career.

CGetting ahead is a matter of getting noticed. Getting noticed is an
art. It has been called many things. "Positioning" is the latest term
used to describe an officer who gets noticed by the powers that be. The
easiest way to get noticed is to be beautiful if female or to stand 7 feet
tall if

12



mal e. Mst of us fit neither of those categories; we nmust nmake it through
life with the physique, physiognony and failings with which we were
bor n.

The absol ute best way for an officer to becone noticed is by sinmply
doing the best job that he or she can. That doesn't involve the use of
magi ¢, and that doesn’t mean getting a reputation for always being able
to acconplish any job, even without the tools. (That reputation usually
nmeans that the officer is permtting sone other people to get away with
not doing their jobs.)

Cenerally, the first tour of service will solidify the decision to

Attenpt to serve a full career. |If the newy conm ssioned officer is
wel | -1 ed, well-advised and given the opportunity to excel, the profession
probably can gain anot her productive nenber. |f, however, the newly

conmi ssioned officer is poorly led, given no opportunity to devel op the
fundamental skills and ethics necessary to the profession, and denied a
chance to excel, the officer probably will |eave the service with a bitter
taste and unpl easant menori es.

Forgotten all too often is that mlitary officers eventually return to
The civilian sector. Wen they do, and become everything from plunbers to
politicians, they will always have an opportunity to affect the mlitary
services. Oher than nandatory retirement, reasons for |eaving the
service are as diverse as reasons for joining. Often the primry reason
is a perceived greater opportunity for the individual. Former officers’

i npact after they | eave the service depends |largely on the perception they
had of their roles in the service.

Career progression differs anong the services. Each has nuances that
wi | I enhance the possibility of progression. Mst of these are well-
covered in service-specific |lore and publications.

There are no differences, however, ampong the services in the fundamen-
tal concepts of how to best enhance a career. The follow ng rules apply
to all:

* Do an exceptional job in whatever job you are given.

* Find out what you really enjoy doing; then find a way to do it.
Beconme expert in your specific job; then take every opportunity to
broaden yourself to qualify for a better job.

* Joint duty is mandatory and will extend your inpact to the nationa
level . An act of Congress now regul ates "purple suit" staff assign-
ments at the Department of Defense and its agencies. It is a mstake
to attenpt to avoid such assignments

* Learn the system |If you wait for someone to do it to you, soneone
will! It is your profession, and the rules for that profession are
very clearly spelled out by the individual services. |If you don't

know t he rules, you can’t play the gane.
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* Master the witten and spoken word.

* The tools of destruction are inportant, but people nmake the system
wor k.  Know your people well. It is they who will nake you

* Ask for the job you want. Never ask to go froma job. Ask only to
go to a better one.

* Your word is your bond; never thoughtlessly pronise a favor

* Do not attenpt to be all things to all people. Be the best at what you
are and what you are supposed to be.

* Vol unteer frequently, but always thoughtfully.

* People like to have cheerful people around them Be one of the
cheerful.

* lLastly, always try to be a little bit better than you think you are.
Don't be surprised when you are

Many duties of an Armed Forces officer will require selfless dedication
to difficult and unpl easant tasks. Do themwell, but keep themin per-
spective. One great joy of the Armed Forces is that you will change jobs.

Not hi ng- not even the good jobs-lasts forever.

When acconplishing the difficult, do it wisely. The profession is open
about opportunity. Few, if any, service schools are designed to have stu-
dents fail. Most are structured so that success is possible to anyone who
will give his or her best. Row well an officer does in the schoo
environnent will bear strongly on performance in the duty environnent.

School s don’t just happen. They reflect the perceived needs of each
service. Every service has a listing of schools for itself and other
services. This listing also tells how people get selected to attend.

Find the listing and read it! Remenber that while all schools teach
things, they also afford an opportunity to increase the number of friends
and acquai ntances. That is probably the single biggest reason to try to
get sent to any joint or allied school. |If an officer is going to work in
the joint and allied arenas, it is very useful to know and be known by the
peopl e.

The Irish have a saying, "If you don't ask, you can’t get."
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Joint and Allied Duty

-l-he mlitary officer is sworn to support and defend the Constitution
and should take pride in the traditions and the uniformof his or her par-
ticular service. But it is the nation that conmands first allegiance and
defines duty. Because of this, part of an officer’s duty will be served
in national assignnents with other services (joint duty) and w th other
nations (allied duty). Two benefits cone fromthese kinds of assignnents:
They are becom ng nmandatory for pronotion to senior rank, and they
contribute i mmeasurably to personal growh and understandi ng of our
wor | d.

The phot ograph showing the Earth rising over the noon’s horizon has
been call ed the nost inportant ever taken. It denonstrates that we all
live on one snall, but beautiful, planet. |If, for now, we have only this
single world, we nust |learn as nuch as possi bl e about the people w th whom
we share the Earth. It is not vital that we always agree with them

It would be nice if we could sit down with, and reason with, any peo-
ple with whom we di sagree on inportant natters. Wen faced w th oppo-
nents or a society totally commtted to your destruction, reason is not
the first step in the process.

Lear ni ng about the people and systens on this planet is not a sinple
process, limted to occasional school courses. Rather, it is a life-long
process. Wnston Churchill is quoted as saying that the United States of
Anerica and Great Britain are two nations united by a conmon heritage
and divided by a common | anguage. Mbst of our allies do not even share
the conmon | anguage. How difficult will it be to understand people
whose | anguage does not include a concept for time or who are willing to
wait generations to acconplish specific goals or ends? How can Ameri -
cans function in an environment where the sinple "cone here" wave of a
hand neans exactly the opposite?

We tend to nark historical change in terns of four- or eight-year
adm nistrations. W can cope with people who are willing to wait genera-
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tions only if we understand the historical background of such patience
and perseverance. That understandi ng requires both study and | anguage
abilities. One must learn howto think in other frames of reference

In bilingual dictionaries, the Russian word mr is always translated as

"peace." However, the concept behind the word neans totally different
things in English and Russian. In Russian, it nmeans a peace in which al
opposition to the central authority has been abandoned. It neans an

agreenent to subnmit to Soviet dominance in the m nd of anyone educated
under the comuni st system To the Western mnd, "peace" is a condi-

tion in which both sides |et each other alone to run their own |lives. Not
qui te the sane thing!

Aneri can negotiators often have found that to their Russian counter-
parts, they were seen as devious indeed, since they asked for mr but
woul d not concede the need for acceptance of Soviet rules. Both Anbas-
sadors Paul Nitze and Edward Rowny have used the sane phrase to ex-
plain this problem "They don’'t always mean what they say." |In the
Russi an view, they nean exactly what they say.

The Arned Forces officer should attain fluency in at |east one

| anguage other than English and have sone fam liarity with several others
in order to extend greetings or warnings, for exanple. Wat |anguages
and what |evels of proficiency are matters of choice and job. But to be
able to communi cate only in English, because English is a standard for

avi ati on and sone international corporate |anguages, is to be ineffective
in nuch of the world.

Sonetimes, as in joint duty, even a command of American English will
be i nadequate to understand the jargon of the other services.

Qpportunities for joint duty are ample. The U.S. Space Command is

an exanple of one of the newer joint-assignnent possibilities. O her
joint assignments range fromthe Joint Chiefs of Staff to small, single-
task units. Each directs and controls certain activities and prograns of
our defense establishment. Personnel wear uniforns of their own services
and contribute to the common task according to the special skills they
bring fromtheir parent service. The inportance of joint duty is that it
is for national goals, not service-parochial goals. Joint duty is not a
chal | enge to make the specific service shine or to conpete for service
domi nati on.

Al lied duty presents simlar challenges, but differs in many ways. O her
nations’ officers serving in allied assignnents are nore than nere sym
bol s of their countries’ cooperation. They expect to contribute as nuch
as any nenber of the staff and are usually there because of sone special
skill or talent. |In nost cases, officers fromthe participating nations
are serving together as part of a single staff, with the sanme defense
goals. It takes only a short tinme for the open-m nded newcormer to becone a
func-
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tioning part of the organization. The officer who cannot function as part
of the team however, will be quickly identified and sent packing to a
| ess denmandi ng assi gnnent.

Overseas duty is as nuch a part of the profession as saluting and
schooling. Every overseas job is inportant, or the nation would not have
assigned an officer to the position. Wile there, the officer represents
both the service and his or her country. Every action will be watched by
the | ocal population and the uniforned services of the host country.

Local people may have preconceived and unflattering notions of Anerica
and Anericans. Most of what the host-country citizens think they know
about our society cones fromthe export of television and novies. Wat
t hese nedia show is not always the way nost Anericans work, |ove and
live. As aresult, a service officer will be directly affecting the
attitudes of many in the host country. You are, as the truism goes, an
anbassador of the United States.

Seei ng your paycheck’s value fluctuate daily is a very powerful |esson
in practical econom cs. Currency rates, trade bal ances and the inpact of
actions by other nations on service nenbers and their capability to
acconplish the nmission tend to be acadenic concepts until one has |ived
them We no longer live in "splendid isolation,” and it is inportant to
understand that few actions taken by any nation will occur in a vacuum
The price of tea in China will affect Bloom ngton, Ind., and the dollar’s
val ue fluctuations can constrain lifestyles of persons serving abroad.

O ficers and others nay have the opportunities to be acconpani ed by
dependents. For many spouses and dependents, it may be the first oppor-
tunity tolive in a different culture. That, in itself, presents both
chal l enge and reward, and all officers nmust be sensitive to the problens
posed by the transition fromour culture to another. The Arned Forces
have provi ded an extensive support system for service menbers and
dependents. Schools, churches, Little League and libraries are but a few

of these "touches of hone.” It is a different nation, however, and sone
younger spouses and dependents may have difficulty adjusting. Part of the
overseas assignnent will be to hel p people adapt. Above all, do the home-

wor k necessary to make sure that proposed actions are going to work in
t he host country.

Do not enul ate the action officer some years ago in Europe who was
given the task of finding a new base for B-52 bonbers. He researched the
problem carefully and came up with two options. Both were well -
exam ned; either would work. He had accounted for all contingencies:
peopl e, housi ng, equiprment, fuel, schools, churches and | ocal reaction

He presented his findings to the senior staff and made a reconmenda-
tion to use Base A The staff agreed and made a formal recommendation
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to the conmander, who passed it on to U S. headquarters where it was
approved for presentation to the host-country governnent. Presentations
to various levels of the host-country governnment went very well until he
was asked: "Major, what is that little black square just off the end of
the runway?" The questioner was the deputy minister for internal affairs
in the host country.

The maj or | ooked closely at the map and told the mnister that it was a
house.

"Whose house is it, major?" the minister asked quietly. The ngjor
funbled a bit and finally admtted that he did not know.

"It is ny house, major, and it will be a cold day in the nether regions
when you fly B-52s over ny house at 50 feet in the air.

"Request for the use of the base is denied!"
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Keepi ng Your House in O der

/‘xklofficer lives in the real world and can expect real -world probl ens.
Conputer operators will err, checks will bounce, paperwork will get |ost,
and everything that happens to a civilian will happen to the officer.

Vul nerable to the worst of both worlds, the Arned Forces officer straddles
a streamwith slippery banks. Mving around the world on a frequent basis
nmeans re-establishing banking relationshi ps and being the new guy on the
bl ock with the | ow nunmbered checks.

Conputer credit checks are making it nuch sinpler to establish credit
inanewlocation. It is the officer’s responsibility to ensure that the
report is accurate and up-to-date. The only other person who will really
care if the report is accurate tends to be a supervisor or conmander who
gets a call or letter. The Arned Forces understand that bad things can
happen to good peopl e and have a certain tolerance for the possibility of
human error. The other side of that particular coin is that being comms-
sioned an officer reduces this tolerance to al nbst zero. Aesop's story
about the squirrel who spent nost of the sumer scurrying to store up
nuts for the winter is especially appropriate for Arned Forces officers.
Just as one cannot talk sense to a person who has been bitten by the new
car bug, it is difficult to convince nmany people of the need for saving on
a regul ar basis.

A cash reserve is inportant. So is the discipline of understanding that
energencies will happen. It is natural and normal to want the anenities
of life. According to many TV shows and popul ar nagazines, it is abnor-
mal not to have the good things now

Large bureaucratic institutions such as banks and the Arnmed Forces do
not run on word-of-nmouth. They run on docunentation. The docunenta-
tion can be stored electronically or on paper, but the nature of the beast
is that it is up to the individual to make sure the docunentation is
correct and there. Rarely will anyone be given only one copy of any order
or supporting docunent.
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File the docunents. Al record-keeping Systens are fallible, and it is
not unheard of for records to becone lost. The burden of proof is always
on the officer. Having a copy can prove it happened.

Making a will is basic good business. It is a fundanmental step which
once taken, allows tinme for nore inportant considerations. Everyone is
going to die at some tine. In the event of a sudden death, a fornal will

makes the nanagenent of the estate nuch easier for both fanily and the
estate officer. Death has been described as the "maker of instant trash"
that famly and friends will have to wade through to find the inportant
things. |If for sone private reason it is determned to exclude the next

of kin fromthis listing, it could be kept in the office, deposited with a
| awyer or an insurance agent so that it will surface after the officer’s
death. Every officer also should have a full and conplete inventory of
his or her holdings, interests, obligations, insurance and receivables.

By the profession’s nature, an officer may spend a great deal of tine
away from hone and hearth. 1t may be useful to execute powers of attor-
ney so that normal and abnormal situations can be handl ed during that
absence. These can be drawn up by the legal office, and, nost impor-
tantly, the personnel of that office will explain what can happen when the
power of attorney is granted to the wong person

Devel opi ng an inventory of household goods is tine-consuning and

tedious. It is also a life-saver when the packers | ose a box or drop Aunt
Mabel ' s antique dining-roomtable. Wthout this inventory, clainms for
damage or loss just will not fly. For itenms of special value, it is a

good idea to have their photographs on file.

Insurance is a necessity for any officer. The type, kind and anount are
matters of personal judgnment that depend on circunstance. Services do
not try to tell anyone how rmuch insurance should be provided. Insurance
needs can best be net by professionals. The variety of nodern insurance
progranms and the Tax Reform Act of 1986 have created an opportunity to
devel op an insurance-based program of substantive and real val ue.

Allotnents are a blessing, providing a sinple, painless way to make
sure that recurring expenses never fall through the crack. Each service
has special rules and procedures for making out an allotment. Al are
sinmpl e and renove one nore irritant fromthe day-to-day business of life.
An allotnent reserves a specific anbunt to be sent to a savings account or
a naned recipient.

Spouses are an inmportant part of the total fabric of the Armed Forces.
They can enhance lives and careers. Mich of the Arned Forces structure
is dedicated to neeting fam |y nenbers’ needs for growth, personal satis-
faction and devel opnent. But they are not in the service. Decisions
about subordinates, lifestyles and careers could include inputs from
spouses, but in the final analysis, the officer nust make the deci sions.
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Wiere Is the Real Service?

"W
at we have is a school situation. Things will be different in
the real service." O, "This is not the real force. Just wait until you
get there."

Just where is the real service? Just where is it that the nission takes
priority and paperwork takes a back seat to getting the job done? It’'s
right here, right now.

The Arned Forces’ real mission takes place wherever a service nenber
is assigned. There are no back seats, no non-essential functions, no
slide by jobs and no roomin the Arned Forces for anyone who thinks there
are. Every job is inportant and worth one's tinme and best effort.

It may not seemlike it at the tinme. The job nmay be boring and not de-
mand full skills and talents. It nay even seemlike a waste of tine. |t
isn"t. The Arnmed Forces function because every job, apparently neaning-
ful or not, gets done to the best of the perfornmer’s ability.

Air Force Gen. WIlliamW (Spike) Monyer nmade few friends with
mai nt enance people in Vietnam He would fire aircraft crew chiefs right
and left for having tinme-honored "private" stocks of critical parts. Few
understood, at the tine, that his goal was not to punish people for taking
the extra step to neet the m ssion demands. He understood that the sys-
temhad to function with every little piece working to its fullest. He
bel i eved that every crew chief with a "private" stock of scrounged parts
detracted fromthe capability of the entire logistics systemto neet the
needs of the conbat forces.

The Navy’'s goal of putting ordnance on target has the sane basic prob-

lemas did Gen. Monyer. |f everyone does the job properly, the system
will function and it will be possible to get the ordnance on target. |If,
for the want of a nail, a battle will be lost, then the system needs

changi ng. The Arned Forces have denonstrated an ability to respond
qui ckly to the mission’s changi ng denands. However, as a system they
nmust understand when sone part of the systemis not working properly.
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It took a presidential directive to force the Ordnance Departnent to
accept repeating rifles. The rifles were clearly superior and a
significant technol ogi cal advance for the time. The issue was amunition

consunption. The O dnance Departnent conplained, "If we give themplenty
of bullets, they will just shoot themup."

VWhile the logic or illogic of the major problens is seem ngly apparent
at all levels of command, what relationship does this have to the newy

conmi ssioned officer buried in a corner desk at post headquarters or

Chi na Lake or up on the DEWLine or review ng requisitions at sone

Coast Cuard station? How can that officer have an i npact on "the rea
service?" By setting the standards for duty performance, integrity, honor
and exanple for that desk, section, location or group of people. No mat-
ter how nuch it may seemlike it, there are very few Canp Swanpys in

the Arned Forces. An officer nay be surrounded by people who have

been all owed to becone apathetic or unconcerned about their skill [evels
or their readiness. The challenge is to change things. Set the standard.

It is never easy to be willing to stand out and maintain the standards.
But, who else will? The other guy is just that, the other guy.
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Getting Along Wth Peopl e

No one |likes a perverse, obstinate person: everyone speaks scornfully of
hi m and avoids him

-The Yamana Code of Behavi or

r\\Lither peace nor wars are won through ideol ogy. Both are won or
| ost by hunman beings. The human is a strange beast. It will live or die
based on what it thinks of itself. \Wat people think of thenselves is
dependent upon what others think of them Paradoxical? Not really.
People will respond pretty much the sane way they are treated.

One cl ear proposition about getting along with people is this: "If you
like people, if you seek contact with themrather than hiding in a corner
if you study your fellow man synpathetically, if you try consistently to
contribute something to their success and happiness, if you are reason-
ably generous with your thoughts and your tine, if you have a parti al
reserve with everyone but a seeming reserve with no one, if you work to
be interesting rather than spend to be a good fellow, you will get along
wi th your superiors, your subordinates, your roonmate and the hunan
race."

It is easy to chart a course for the individual who is wi se enough to
make human relations a prine concern. Getting the knack of it is a dif-
ferent story. More has been witten about human rel ations than on any
other subject. Since Confucius’ tine, great and | esser m nds have
addressed the gui dance of personal conduct. The odd part of all of this
effort is that the major causes for friction in nodern society still cone
fromindividual feelings of inferiority, false pride, vanity,
unwi | i ngness to yield space to another and the consequent urge to throw
one’ s wei ght around.

A cynic once said, "Never appeal to a man's higher nature. He may

not have one! Always appeal to his self-interest; there you may have a
chance! "
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Wi le that nay seemtoo pragnmatic and too basic, it isn't!

Peopl e are notivated by nany things. The first and strongest notiva-
tionis self-interest. Try to tell a pregnant wonan, deep in the throes
of childbirth, that her baby could beconme president of the United States,
and she will clearly define your inmedi ate geneal ogy. However, give her a
few days to recover and inprint with her child and she will give a differ-
ent answer. Sinmilarly, a magjor role of the Arned Forces is to get beyond
the i mediate pain of basic training and to teach the subordi nation of
self for the greater good of the nation

One view of the way to get along with people is the quote published in
the United States Coast GQuard nagazi ne under the title Thirteen M s-
takes. The article said it is a m stake:

1. To attenpt to set up your own standard of right and
wWr ong.

2. To try to measure the enjoynment of others by your own.

3. To expect uniformity of opinions in the world.

4. To fail to nmake allowance for inexperience.

5. To endeavor to nold all dispositions alike.

6. Not to yield on uninportant trifles.

7. To look for perfection in our own actions.

8. To worry ourselves and ot hers about what cannot be

remedi ed.

9. Not to hel p everybody wherever, however and whenever
we can.

10. To consi der inpossible what we cannot oursel ves
perform

11. To believe only what our finite m nds can grasp.

12. Not to make allowances for the weakness of others.

13. To estimate by sone outside quality, when it is that
wi t hi n whi ch nmakes the person.

The unobserving officer perhaps will dismss the list as just so many
cliches. The reflective one will accept it as a negative guide to
positive conduct; it engages practically every principle vital to the
grom h of a strong spiritual life when relating to people.

Al too frequently, people nmake permanent concl usi ons about ot her
peopl e based on snap judgnments and either wite themoff or limt the
ability to help them 1In a conplex, crowded world, the lack of time to
assess fully the potential of others requires some kind of discrimnator
The Arned Forces have such a discrinmnator. It is a fast, effective too
that does not rely on sex, race or religion. It exists on the sleeve,
shoul der or collar of every menber of the Armed Forces. It is a clear
statement of capability and the right to be there as an equally val uabl e
nmenber of the Arned Forces.
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When a person brings to a new unit a bad efficiency report, that
fact should be noted with mld interest and no prejudice. A new
assi gnment neans a clean slate, with no overhang from what has
happened, including possibly m staken judgnent of others. To be perpet-
ual ly doubted is an inpossible situation that destroys confidence and
creates personal fear and discontent. A person is entitled to a fresh
hold on security with a new superior. Any w se and experienced senior
conmander can cite numerous exanpl es of people who were sent to himwth
spotty records and an under st andabl e nervousness about the future. As
soon as they realized that they were not going to get another kick, they
i mproved and went on to becone superior performers. For any right-
m nded officer, it should be far nore gratifying to sal vage and restore
human nmaterial than to take over an organi zation that is sound fromtop
to bottom

The studied effort to be helpful in all relations with people and to
gi ve hel p not grudgingly, but cheerfully, courteously and in greater
nmeasure than is expected is the fast lane to w de influence and persona
strength of character. Mre than all else, the little kindnesses in life
bi nd peopl e toget her.

O her than these coments, it is unnecessary to discuss at great |ength
the inner qualities that give an officer the easy adjustnent to other peo-
ple in all walks of life. It is well to remenber the inportance of
ent husi asm cheerful ness, kindness, courtesy and justice, which are the
saf eguards of honor and the tokens of nutual respect between people. Al
are inmportant as people go forward together, prosper in each other’s com
pany and find strength in the bonds of nutual service.

Anyone’s reputation is forned largely by what others see on the out-
side. In the mlitary service, manners play a major role for several rea-
sons. First, the uniforminvariably makes the wearer conspicuous. Sec-
ond, the public expects the officer to look the part of an officer
O ficers are expected to enmbody character, be given to clear and friendly
speech, be capable of expressing ideas with respectful assurance and
ent husi asm and be careful of customs and good usage while carrying
t hensel ves with poise and humor. Unless they present an aura of vitality,
confidence and reflection that is assuned of a | eader, they will be
suspected of not being | eaders. However unfair that judgnent night seem
inrelation to other professions, it has a |logical basis. People wll
excuse wi de variations of dress and behavior in many professions w thout
becom ng concerned about national defense. Wen the sane people see any
menber of the Armed Forces acting in an uncivil manner or unkenpt in any
way, they assunme the Armed Forces are going to the dogs. One reason for
the Marine Corps’ prestige is that the public rarely, if ever, sees a
sl oppy Marine. What they do see is the reflection of norale and esprit
that is common to all nenbers of the Armed Forces, but perhaps nost
visible in Mrines.

25



Leader ship

If you |l ead the people through virtue and regulate themby the | aws of
propriety, then they will have a sense of honor and shame and will attain
goodness.

- Conf uci us

/‘x\w | eader shi p book nmust cone to grips with the fundanmental s
VWhat is |eadership? Can it be learned or taught? At what point is one
supposed to be a | eader? These are but a few of the basic questions that
shoul d occur to any young officer. There are nmany, nany nore questions
and just as many books, panphlets and courses that will exam ne the
details of leadership. Al are readily available, and sone of the best
are incorporated into the various service professional schools.

We cannot all be a Grant, turning the tide of the war by sinply point-
ing the troops back to the battle with a wave of a hand fromatop his
horse. Nor can we be a Washington the indonmtable, a Patton the phil os-
opher, a Mahan the visionary or a MacArthur the fearless. No, we mnust
be oursel ves.

Leadership has two el enents: a | eader and a follower. Wat nekes
| eaders and followers is the magi ¢ that nmakes any arned force work.

Wiy woul d people follow a 13-year-old boy or, for that matter, a 14-
year-old girl and think they could nake history?

The boy was Genghis Khan and the girl, Joan of Arc. They changed
the map of the world. They had sonething that nade people foll ow and
become willing to die for their beliefs.

We have had | eaders fromall nolds. Some have been controlled by
fear, sonme made things happen by | ove and devotion, and sone made
t hi ngs happen because of the respect they held for their people. One of
the better nodern generals has a reputation for naking nothing happen
at least on the surface!

"When you have a probl emsend Warren! It never seens |ike he does
all that nuch, but wherever he goes, things work right!"

Work right it usually did. At one point during the national turnoil
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over involvenent in Vietnam a very vocal wonan's group tel ephoned the
base that Air Force Col. Warren Moore (later major general) comuanded

and announced its intention to totally disrupt flight operations as a pro-
test. No one really knows what the wonen expected. W can tell you

what they got! Col. More invited the wonen to cone and protest, and

he promi sed that he would personally walk with themso that they could
"reason together"” without interference. H s staff nmenbers were deeply
concerned about inmage and reaction if his actions were m sunderstood by
the press and the base.

They were unaware that Col. Moore had served under a commandi ng
general who had set an exanple of true | eadership. That general, when
faced with overt racismat a supporting base, had called in the press to
wat ch as he fired the base commander for permitting racismto flourish

August in Arizona is hot. Tarmac soaks up the heat in a hurry. Col
Moore nmet the protest group at the front gate and escorted themdirectly
to the flight line. He walked with themout onto the tarmac and to one
of the main taxiways. He stopped and sat down on the taxiway notioning
all of the ladies to join himand bl ock the taxiway.

August, hot tarmac and thin sumrer dresses do not mix well. The
entire group left for the front gate, some burn ointnent and a better tine
to protest. Col. More went back to his office, took the copy of Life out
of his pants and called the najor conmander to report, "no problem no
protest, no publicity."

Oten the first question asked is if there is any di fference between
managenment skills and | eadership. Debate has raged for a long tine.
Di rect combat commanders npbst often respond with a firm"no," and support
people tend to say "yes."

Both are correct. The nost succinct perspective was provided by retired
Arnmy Lt. Gen. John E Forrest, who has been both a conmbat commander
and a senior staff manager. "You manage bullets, and you | ead people.
Both skills are required of an officer, and the very best officers know
when to use each skill."

The Arned Forces believe that both nanagenment and | eadership skills
can be learned and will provide anple opportunity for both academ c and
hands-on devel opnent. Being a junior officer involves primarily |earning,
devel opi ng skills and being afforded the opportunity to denonstrate

enough proficiency and know edge to be given greater responsibility. In
no ot her profession will the opportunity for large responsibility be
of fered as quickly. 1In no other profession will a | eader be as trusted.

This is true for both comm ssioned officers and non-conmi ssi oned officers.
It is the essence and the beauty of Anerican Arned Forces.

Most ot her nations and societies are not so blessed. They expend con-

siderable effort just making sure the limted trust given to the services
is continually watched and monitored. In our Armed Forces, we assune
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and expect trust, responsibility and accountability fromall service
nenbers.

VWhat are the common denom nators of |eadershi p? Many of our past

great | eaders have shared them First is the ability to inspire trust and
confidence. This does not result froma single act, braid on your sleeve
or time in service. It starts with the denonstration of a command of the
craft. It matters not whether the craft is artillery, boat handling,
flying or whatever. The officer’s ability to denonstrate proficiency and
know edge will start to inspire people. They will willingly foll ow orders
if they believe that the officer is going to be right.

A second key and common ingredient of |eadership is integrity. Wen
an officer denonstrates that every action is based on duty and the right
thing to do and that no personal gain is the reason for the action, people
will followw llingly. The concept of integrity includes persona
courage. Courage can be defined in a number of ways peculiar to the
situation. It can be argued that courage under combat conditions cannot
be known until conbat. That may well be true, but rmuch of the tine in the
profession will not be spent in direct conmbat. What kind of courage is
meani ngf ul during these non-conbat tinmes? Courage of conviction, courage
to stand up for the rights of people, courage of decision and the courage
to be wong and adnit it are a few that can be denmonstrated daily. The
coin's opposite side is a fool hardy brashness that charges windmlls. An
of ficer who establishes a reputation for hard-headed and sinplistic bull-
i n-a-chi na-shop approaches to | eadership will soon cause followers to stay
way, way in the rear.

Just as some arm es woul d denmponstrate courage by having officers
wal k nonchal antly up and down the battle lines, troops will judge an
officer in battle not only by personal courage but also by his know edge
of the science of ballistics. There is atinme to take the hill and a tine
to keep heads down!

Leadership is conmmuni cation. Denonstration of know edge, integrity,
duty and courage is a part of this process. So is the ability to listen
and to direct action. Listen first! Nature provided two eyes, two ears
and one nmouth. Use themin that ratio. By denonstrating the basics of
| eadership, an officer learns that the people working with himor her have
information that will help to make the right decision. Al information is
based on perspective. It nmay be accurate and correct as far as it goes.
Part of the leader’s job is to collect all of the information and act.

Leader shi p neans accepting the fact that one may nmake some enenies
along the way. Wen it is necessary, renmenber well the advice of the sage
who warned us to choose our enemies nore carefully than our friends.

Leadership is warranted ego. Leaders actively seek responsibility and

power because they believe they can do the job well. Sonetines, ego is
all the political candidate has to offer. Yet, once elected, the
i ndi vidual often grows to fill the job. Ego, balanced by humility, causes

a George Wash-
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i ngton-on the eve of his inauguration-to say, "I am probably the | east
wel | - equi pped man in the roomto take this job."

Leadership is the vision to keep the forest in sight when everyone el se
is seeing trees. The talent to gain and keep perspective is an essenti al
i ngredi ent of |eadership. That perspective |ed an ex-artillery captain to
the conclusion that the dism ssal of General of the Army Douglas A
MacArt hur coul d not be couched in cosnetics, when he said it was a
deci si on of such inportance that it could only be nade by the president of
the United States.

Leadership is innovation. It is a sense of tinmng and the wllingness
to put a new idea to work. Innovation based on know edge makes i nnova-
tion the niddl e nane of successful |eaders. GCeneral of the Arny Dwi ght
D. Ei senhower put it in these words: "The conmander’s success will be
nmeasured nmore by his ability to |l ead than his adherence to fixed
notions."

Leadership is encouragi ng people to believe in thensel ves and how
good they really can be.

It is the magic that the Marines call conmand presence. It is an inde-
finabl e conbination of ingredients. It is not size nor demeanor nor sex
nor physique that has people identifying | eadership in others. The
cl osest description we can offer is the alnost Victorian concept of
conpetence and integrity so strong that they show on the outside. This
cannot be learned, only lived.

A few governing principles help to address the problem of generating
greater powers of |eadership anong officers. It is easy to say, "Do this"
or "Do that" or "Be this" or "Be that." For nost people the question is
not so nuch "what" but "how?"

One school of thought holds that the Arned Forces have so much in
common with industry that both systens can be successfully "managed"
with the sane skills and techni ques. The same school of thought believes
all things to be quantifiable, nmeasurable and rational. To gain perspec-
tive, we have only to read any Arnmed Forces’ citation for heroism

Peopl e are led, and things are managed. Very few board neetings, pro-
duction lines, advertising or sales neetings require that people be

willing to die. Few conbat situations can be plotted on a program

eval uation and techni que chart. Mnagenment, like politics, is the art of
consensus and accommodation to the possible. Leadership is the art of
creating a willing followership for a cormon cause that nmay appear

i mpossible. An Arned Forces officer will find need of both skills. Only
a feww Il becone "great captains,” but all can be | eaders.
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10

The M ssion

The word "nission" is especially appropriate to the Arned Forces
and i nplies sonething beyond the call of duty. Achievenent of United
States’ ains involves nuch nore than sinply giving and carrying out cor-
rect orders with pronptness and intelligence.

The Arned Forces systemreflects inherent frailties and limtations of
humans who make up the system No single officer of any rank or experi-
ence can understand all nuances of a given problem nake correct judg-
ments on every aspect of possible weakness and then wite a perfect anal-
ysis and solution. The officer can cone close, but will always need help
fromthe rest of the system It is only when everyone in the systemtakes
personal responsibility for the general well-being of the systemthat the
systemwi || neet the denand of the "nmission."

In aliteral sense, one is not "in" the Arned Forces, one "is" the
Arnmed Forces. The chairman of the Joint Chiefs of Staff and the 0-1
buried in the frozen wasteland of the Arctic Crcle are the service and
have an obligation to nake that service as good as it can be. The old
adage "If it ain't broke, don't fix it" has a corollary that should be
stanped on the ID card of every officer. It goes like this: "If it is
broken, fix it or find the person who can."

Rank has nothing to do with "fixing broken stuff.” |n every war; we
have had exanpl es of very junior officers devel oping ideas, concepts and
even tactics that made significant differences.

The nost successful single-day MG sweep in the entire Vietnam War

was the result of a young F-4 back-seater being able to apply the classic
story of the Trojan Horse to aerial operations. The radio call signs of
bonbers and fighter escorts had becone so predictable that the North

Vi et nanese could tell, just by listening to the radio, which types of
attack aircraft were en route. Bonbers were slower; nore heavily | aden
and easier targets for what had becone a very sophisticated air defense
system Fighter escorts carried bonbs that could be jettisoned as soon as
it was apparent that the M Gs were beconming a threat to the bonmbers. When
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they did jettison, they turned the forest into toothpicks, but did little
damage to actual eneny targets. Either way, the M Gs had acconplished
the main goal of keeping bonbs off target.

On one specific day, the entire force used only bonber call signs, and
there wasn't a bonb on a single plane! Al were |loaded with air-to-air
weapons. The M Gs cane up to play and pronptly screaned foul as
seven of them were shot down.

Many nore exanples help to nake the point that every nenber of the
Arnmed Forces has sone responsibility for the state of the Arnmed Forces.
It is every person, taking the tinme and naking the effort to get the snal
things right and | earning howto think and act in nore serious circum
stances, that will nake the m ssion a success.

When an order is given, what does it mean to the person who receives
it? The sequence given by Brig. Gen. S.L.A Marshall is this:
1. To be certain that he understands what is required.
2. To exam ne and organi ze the required resources as
promptly as possi bl e.
3. To execute the order without waste of tine or means.
4. To call for support if events prove that the neans are
i nadequat e.
5. To fill up the spaces in the orders if there are devel op-
ments that had not been anti ci pat ed.
6. When the job is done, to prepare to go on to sonething
el se.

Dr. Larry Fogel, a logic consultant to the Departnment of Defense, put
it alittle differently. He suggested that the first question when
dealing with problens in a bureaucracy is, "lIs this ny problem or does it
bel ong to sonmeone el se?" Once that question has been answered, one needs
to determine the root of the problem Wy did it surface now, and what is
the real question? Once those answers are in hand, one can begin to find
and sol ve the problemand carry out the orders.

Few things will warmthe heart of a superior as nuch as the subordi -
nate who understands the first time, salutes smartly and gets the job
done. This kind of person is a jewel beyond price and well worth marking
for bigger things. On the other hand, nost of us take nore than one
qui ck order to understand fully what is required. A fascinating and
uni que trait of American Armed Forces nmenbers is that they want to
know why somet hing is being done. Once they understand the why of a
situation, they will give it their best shot.

Gven time, it is just as inportant to explain the order as it is to

give it. It makes no sense to be inpatient or resentful that you had to
explain the order. Oders are not always clear; and people do not always
listen well. It is inportant for officers to think and to be able to

present ideas or orders in a clear, understandabl e manner.
Timng is just as inportant as getting the nission done in a pronpt
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and positive way. Just as there is atinme tolive, atime to love and a
time to die, there is atine for action and a tine to think. Pity the
superi or whose people rush nmadly into action

The idea of disobeying orders is difficult to handle. When does an

officer say no? It is, after all, a grave crine to disobey a |awful order
within the mlitary. It nmakes no difference that the order may seemto be
dunb or stupid or even inconprehensible. If it is legal, it nmust be

obeyed! Only when the order is unlawful and obviously a crime nust it
be di sobeyed.

What happens when the subordinates tell a superior that the order is

not illegal, but is wong? Does that nmean that the superior nust change
the order? Far fromit! It nmeans only that the superior should re-

eval uate the order and cone to a decision about its validity. |If it is
wrong, the superior nust change it! If, however, it is right, the
pressure from bel ow must not influence the decision. Gven time, only the
nost arrogant, selfcentered superiors will not provide an opportunity for

the views and opi nions of subordinates to be heard, evaluated and acted
upon. However, it is each officer who has been given "special trust and
confidence." A staff is useful, but the officer gets paid to take the
heat and make the deci sion

The first secretary of defense, James Forrestal, gave small, printed wall
pl agues to officers serving in some joint intelligence offices in the

Pent agon. The nessage: "A person’s judgment is only as good as the
information on which it is based." Wen he visited those officers, he

| ooked for that nessage on the wall.

Deci sion makers, civilian or mlitary, can act only on the information
t hey have been given. The information may be unpl easant or unwel cone.
We could all do well to remember the answer given by the conmander of
a fighter training squadron when a national emergency arose and he was
asked to give the status of his forces. "I have six shooters and five
ranmers." That was not the expected response, and the duty officer in
t he conmand post asked what it nmeant. The commander replied, "l have
six aircraft with guns and five nore who will use their aircraft as
weapons if needed.”

The attitude differs sharply fromthat of the general who was asked the
secret of his success. He responded that he had gotten to the top rank of
his service by never taking on a fight he did not know he could w n.

The courage to start and the courage to take a risk make the difference
that defines a few great captains. That does not elimnate the need for
collecting data, evaluating the situation and estimating the probabl e out-
comes. |In every situation, there is the noment for action. The action
may involve risk and the potential for failure, but whatever action is
taken shoul d be based on the best available information and begun with the
si nmpl e, courageous act of begi nning.
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11

Know ng Your Job

War is too serious a matter to be taught by the inexperienced.
-Robert Heinlein

(:::ose enough for government work" gets people killed! One of
those killed mght well be you. There is no excuse for any officer not to
have nastered the assigned job. Perfection is not the i mediate goal for
the junior officer, but mastery of the job is.

The Arned Forces fully understand that all new officers are novices
and need to learn. Rarely will the new officer find the crusty curnudgeon
who delights in showing how little both he and the new officer know.
Most officers understand the need to teach and help the novice becone a
prof essional and do so willingly. The coment that "second |lieutenant is
the best rank in the mlitary. They are the only officers who ain’t sup-
posed to know not hing. They are supposed to make nistakes" does little
for the ego of the second lieutenant, but it can be a fair-if flippant-
st at enent .

The condition is not terminal. An officer will be expected to |earn and
grow in ability at a rate that continues to astonish and amaze the nopst
j aded educators. Even though a novice, he or she still is an officer and
wi |l be given exceptional responsibility and accountability as worthi ness
is established. The Arned Forces will provide the framework and the sup-
port necessary for the officer to learn as fast as possible.

Truth is that there is never any assignment, no matter how undemand-
ing, that entitles an Armed Forces officer to waste any working hours of
the day. The range of study required to master the profession is so great
and so conplex that every wasted mnute puts the officer hours behind in
know edge and probably behind on the promotion list. Al npst any senior
officer will be quick to point out that the higher one goes, the nore
study is required just to keep abreast. The world is changing for them
t 0o.

33



Not all wisdomis found in books. This is nbst true when just break-
ing into the Arned Forces. Novices in any field are expected to ask ques-
tions, questions and nore questions. Wsdom begins at the point of
understanding that the only thing shameful about ignorance is staying
that way by choice! ©One major difference between the fam liar soil of
civilian life and the terra incognita of mlitary life is the |ack of
famliarity, the sweeping environnmental change. The new of ficer doesn't
understand the systemthat nmakes things work, who are the real powers and
why things happen as they do. Everyone in the Arned Forces can give the
new of ficer hel pful information

Study of human nature and the Arnmed Forces will consunme consi der-
able tine in this profession. Everything becones grist for the curiosity
mll. |If Ardant du Picq is correct when he says "the heart of nan does
not change," your interest nust focus on human nature. Watever can be
| earned for certain about the nature of man as a fighting animal can be
filed for ready reference; the hour will cone when it will be useful.

I deally, an officer should be able to do the work of anyone serving
under that officer. W do not live in an ideal world. Qur system has be-
cone so conpl ex and technical that, except for the nost sinple situa-
tions, the ideal cannot be achieved with any hope of getting the job done.
It is critical, however, that the officer know the job and denbnstrate an
under st andi ng of the work problems that concern the subordinates, so
that effective conmand is possible.

What kind of know edge is the officer expected to possess? A realistic
viewis found in the distinction between the power to do a job well and to
be able to determine when it is well done.

Adj ustment to, and mastery of, a military officer’s job cones from per-
sistent pursuit of that principle. The main technique is study and con-
stant re-exanination of criteria. To correctly neasure the standards of
performance as to the value of the work and the ability of the personnel
one nust become imersed in the nature and purpose of all operations.

There is no shortcut. Patient application to one thing at one tine is
the first rule of success. Al specialists like to talk about their work.
Interest in that work is flattering, and everyone grows in know edge by
Sinmply picking people’s brains. Paths to informed judgnment are book
study, specialized courses, informed comments by superiors and
subor di nat es and human experience. It is, as is science, "organized
conmon sense. "

Al'l things being equal, the prospect for any officer’s progress will be
determined by attitude. It is the receptive mnd, rather than the oracle,
that inspires confidence. Gen. Eisenhower said at one point that after 40
years, he still thought of hinself as a student and he consciously m s-

trusted any man who believed he had the full and final answer to prob-
lens that, by their nature, are ever-changing.

To rule by work rather than to work by rul es nust be the abiding prin-
ciple in mlitary operations. Peacetine accountability for the small est
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screw is part of the job and may even nake sense. In tinme of war, the job
is not to count screws but to acconplish the mssion with the mninum

loss of Iife. Making sure that the screws are in the right place at the
right time is inportant, but there is no real econony in war other than

t hat whi ch keeps the blood in people s bodies, not on the ground.

Ruling by work will make accountants unhappy. It also will require that
possi bly unpopul ar deci sions be made. Arny Gen. WIlliam C. Wstnore-
| and decided to use the ships bringing mlitary supplies to Vietnam as
floating warehouses, in spite of the exceptionally high denmurrage charges,
for one sinple reason. It got the troops into battle w thout an extensive
base-support infrastructure. |t was not a popul ar decision, but one nade
with the missionin nmnnd. And that is what the officer’s job is al
about .

Anot her aspect to knowi ng the job goes beyond the bounds of the
Armed Forces. W are a part of the larger nation and, when called to
war; use the full resources of the nation. W enploy everything that can
be used for a military purpose to increase training and fighting
efficiency. Doing this requires a continuing neeting of the mnds between
mlitary | eadership and the | eaders and experts of a w de range of skills
and disciplines in the nation as a whole. Each side nust understand the
other’s capabilities. Each nust recognize the real and inagined
limtations of education, econom cs, production, resources and-npst
i mportantly-will.

W once viewed as linmitless the resources and capabilities of the
nation. In a rmuch smaller world of alnmost infinite conplexity, reality
has tenpered this optimistic view. Just as children are taught that the
fam |y bud- get cannot include sone itens, we as a nation now understand
that there are things that cannot be had. This does not nean inadequate
defense, training or capability. It does mean that the Arnmed Forces and
the individual officer nmust understand both the full richness and
potential of the nation and the realistic limts to that potential and
will.

A last thought on knowi ng the job: There is nore to be di scovered

about training, managenment and conbat command than has ever been
| ear ned.

35



12

Witing and Speaking

r\/qstery of self-expression is one difference between the conpetent
and the exceptional. Al things being equal, the officer who has expended
the effort to nmaster the skills of witing and speaking will rise nore
rapidly, be a nore effective | eader and contribute nore to the nilitary
servi ce and the nation.

History is full of exanples of clear, concise statements that have been
used with great effect. Any Latin student will recall the words used by
Julius Caesar to describe his conquest of an entire nation. ("Veni, vidi
vici" -"I canme, | saw, | conquered.")

World War |1 Arny Brig. Gen. Anthony C. McAuliffe used only on

word in response to the German request for surrender. CQutgunned, 0O
manned and surrounded at Bastogne, MAuliffe’'s response was a sinple
statenment of American determination in the face of apparently inpossible
odds: "MNuts!"

In recorded mlitary history, mastery of conmunication has been a
mark of the successful mlitary officer. Ability to inmpart information in
a clear, concise manner is a blessing for both superiors and subordinates.
Superiors already overburdened with a nmass of sonetines conflicting
i nfornati on wel cone the discovery of an officer who can present an ora
or witten case that is logical, brief and to the point. That officer
will always be able to get a hearing.

For the subordi nate who needs either directions or information, it is an
equal blessing to find a superior who can provide clear information in an
under st andabl e manner. Most peopl e neither need nor want |ong, detailed
expositions of grand strategy. They sinply want to know what they are
supposed to do now.

Many years ago, President Calvin Coolidge reportedly listened to one
of the day’'s great evangelists, who spoke nore than two hours on a very
hot summer norning about the sinful nature of man. He waxed poetic on
the nature and consequences of sin and on each person’s responsibility to
avoi d sinful situations.
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When the president finally returned hone, his w fe-who had not
attended the service-was curious.

"Calvin," she said, "what was the sernon about?"

"Sin," replied the president, as he continued to rock in his chair.
"Well," she said in exasperation, "what did he have to say about it?"
"He's agin' it," Coolidge replied.

We cannot be certain the story is true, but we do know that Disrael

was correct when he noted that "Men govern through words." Govern-
ments govern by words, and battles are won through the ability of people
to express concrete ideas in clear, unnistakable |anguage. |In the Arned
Forces, command is exercised through witten and oral conmunication

that nust be articul ate and understandable at all I|evels.

The proliferation of computer-nmanaged command and control systens,
aut omat ed reporting and accounting systens and ot her mechani cal aids
to the managenment and command of the military forces fails to dimnish
the need for excellence in witten and oral conmunications skills.

Rather, it nakes it all the nore inportant. Once officers understand
that clear, concise articulation of orders, information and directives is
a basic requirenent, the exceptional officer will accept the corollary:
Superior qualification in use of the witten and spoken words is as
essential to mlitary |eadership as the know edge of the whol e technique
of weapons handling and the use of conplex systens.

It then becomes a matter of personal decision whether the officer will
devel op the comuni cations skills necessary for exceptional |eadership or
wi || hide behind the excuse offered by too many, "I have no gift for wit-
i ng or speaking."

How of t en have you heard this flimsy excuse? How often have you in-
ferred that the speaker derives a perverse pride fromwhat anounts to
self-inflicted ignorance? It is simlar to the flight instructor who is
so busy teaching flying that there is no tine for shining flight boots; he
may be the best flight instructor since Oville and W1 bur Wight started
t he whol e busi ness of aviation. Unfortunately, such a slovenly instructor
nm sses the point about the total array of skills and abilities that nake
up the professional mlitary officer. He has a responsibility to teach
nore than flying. He also must teach the equally vital concept that
of ficers, by the fact of being officers, nust set all of the standards of
conduct and behavior all day, every day. |In the very same way, officers
are expected to set the standard in comuni cations skills.

The aut hor of a command and staff school panphlet on plain talk and
readable witing used the acronymKISS as a nenory tickler: "Keep It
Sinmple, Stupid!"

Not all American military |eaders have been experts at polishing a
phrase or giving concise, succinct guidance or orders. But the majority
who have excelled in | eadership have also nade a mark in the field of
letters. A sanmpler of just sonme Anerican nilitary | eaders who have al so
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been exceptional communi cators of ideas ranges from Washington to

Grant to Eisenhower to Marshall to Eaker. In nobdern tines, retired gen-
eral officers have penned magazine articles and newspaper columms to
bring understandi ng of defense issues to mllions of non-mlitary

Aneri cans.

To put this skill into some kind of perspective, | ook at any

hat e-nongering literature in this or any other country. From our point of
view, the material is offensive to nost thinking people, and it is stupid.
Mere publication of the material, however, wll convince sone peopl e that
it is correct. Al great religions, philosophies and governing systens
depend on the witten word to convince people that a particul ar point of
view i s necessary and right.

Witing
How does one become a good witer?

Anyone who has the brains to gain a comm ssion has the brains to

become a good witer. It requires work. It doesn't cone easily or
quickly. It demands tine and effort to master the | anguage. It denmands
practice, practice and nore practice. Lastly, the witer nust have
sonmething to say. The task is to deliver the nessage of substance in the
cl earest possible way. Al npst always this neans the shortest way.

A person who reads a |l ot soon finds that witing is al nost as easy as
readi ng. Mst effective officers read a lot, and not just instruction
manual s.

The only way to beconme a witer is to wite. There are reasons why the
services are so free with dictionaries and run so many courses on funda-
mental witing skills. There are reasons why the services have either
publ i shed or adopted a manual style and format. The services want to pro-
vi de opportunities for mastery of the |language. Just as a condition of
t he profession denands that an officer master a particul ar weapon,
| earning the | anguage of the profession is simlarly essential. Poor
spel l'ing, poor grammar and | ack of specific vocabul ary are excuses, not
the result of effort. Even great athletes, whose stock in trade is
essentially nuscul ar coordi nation, understand the need for practice.

In the same way, good witing cones frompractice and practice and
nore practice. Only after the process of making words into sentences and
sentences into paragraphs and paragraphs into chapters becones a natura
rhyt hm c process does the stanp of individuality and personality shine
through the witing to the reader.

Extensive practice creates the ability to look at a problem define its
i mportant parts and discover the possible solutions. Before one can

wite, one has to think. What an officer thinks will be reflected in the
structure, the choice of words and the logic of the witing. This does
not mean that the task will ever become easy. Good witing always will

require nore perspiration than inspiration
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Wiile this may sound form dable, it is one key to professional progress
and is worth the effort. One delight of the Armed Forces is the range of
topics that are directly applicable to the service and m ssion

Brig. Gen. S.L.A Marshall said that the mlitary establishnment is a
better school for witing than any other organization in our society.
Unlike the literary critic who does nothing but express a personal percep-
tion of how well an author nmay or may not have done, military witing

results in action. It needs no critic to determine if the results are
good or bad.
Churchill had a "gift" of forceful expression as did MacArthur. In both

cases, the "gift" was the direct result mastering the | anguage and years
of dedicated practicing and rewiting. Both of these nasters of the
witten word had sonething to say. It was based on their study of great

i deas and the presentation of these great ideas by other nmasters of the

| anguage. Both were famliar with the ideas that control the destiny of
man and nations. They also incorporated into their witing the techniques
that had been used effectively to present these ideas.

Substance is essential to mlitary witing. In the world of the arts, it
is frequently in vogue to praise style and ignore substance. This is
unacceptable in witing for the Arned Forces. There is a wealth of
literature about the world' s arned forces, and sone of the best is given
at the end of this book. Because of the diversity of the services and the
specific interests of the officer corps, however, it is inperative that
this suggested reading list of military literature be just the foundation
of the interests of the individual officer. Every officer should devel op
a core library of classics that will guide thought and serve as a
reference. The purpose of this library is to see what the witer saw, to
develop the ability to agree or disagree with the witer and-nost
importantly-to add to the ability to think, to observe and to wite.

Formal education is not a prerequisite for witing ability and having
sonmething to say. What is required is an interest in devel opment of the
skills and of the surrounding world. A few sinple rules are hel pful

* The nore sinply a thing is said, the nore powerfully it influences
those who read it.

* There is always one best word to convey a thought or feeling. The
use of a weaker substitute will deprive the witing of force and

i mpact .
* Economy of words strengthens the witing.

According to Carl Sandburg, adverbs are better tools than adjectives
because they enhance the verb and are active. Adjectives sinply |oad
down the noun.

Verbs nake | anguage live. The verb is the operative word; it gives the
sentence neaning. Strength in sentence structure cones from enphasis on
the verb.
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Vague term nol ogy and phrases are twice cursed: first, by the witer
who | acked the precision to say what was neant and second, by the
reader who nmust waste tinme and effort trying to determ ne what the

witer meant to say. It is easy to fall back on service jargon. This is
both pretentious and a waste of tine. "I did," "we went" and the like are
all in the dictionary. Use them

An outline is inperative. It nay exist only in the mnd of the witer,

but it nust exist. Each piece of witing nust have three things: a begin-
ning, a mddle and an end. Witing is simlar to a journey. The destina-
tion-the conclusion-nust be known before the effort is begun

One nust wite with the words that nost accurately express his or her
t houghts. The words nust be understandabl e to the audi ence. Anything

el se m sses the point.

Suggestions on witing could fill the remainder of this book. The
i mportant points are to master the |anguage, practice the skills and have
somet hing to say.

Speaki ng

Words are the dress of thoughts which should no nore be presented in
ragged tatters than your person shoul d.
-Lord Chesterfield

Being able to speak well is as inportant as being able to wite well.

For mlitary officers, it may be even nmore inportant. Judgnents formed by
superiors and subordi nates are based in |arge part on what an officer says
and how it is said.

This is not a book on public speaking. Existing books present in much
nore detail the nuances that make an effective speaker. Besides, npbst new
officers will not be required to nake speeches to Super Bow -sized
crowmds. They will be required, however, to present opinions, give brief-
ings, talk to their people in both small and | arge groups and even repre-
sent their units or possibly their services.

Fortunately, nost mlitary audi ences are sympathetic, even if they have
to be there. They get restless, resentful and hostile only when the
speaker is dull, attenpts to inpress themwith a |arge vocabulary or talks
to themas if they were candi dates for graduation fromthe third grade.
One key to being an effective speaker is to be interested in the topic.
The interest will becone obvious to the audience, and they will forgive
m nor stunmbling. |If they are talked to, not at, they also will forgive
even obvious errors of syntax or pronunciation

Sonetimes it is helpful to use an attention-getter to start the speech or
training session. The attention-getter nust fit the audience. One of our
nost fanous presidents opened a speech to the Daughters of the Ameri-
can Revolution with the line, "My fellow immigrants.” He was right, of
course, but was never invited to return to speak to the organization that
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admts only persons who can prove that an ancestor fought for
i ndependence.

One school of thought held that a presentation should be ained at the
upper 25 to 30 percent of an audi ence and that they would bring everyone
el se along. The people who did not understand woul d, as the |ogic went,
be given sonmething to which they could aspire. That logic may work well
in a theol ogical graduate seminar, but is out of place in a mlitary
setting. |If, for exanple, everyone is to be on the parade ground at a
specific time and in a specific uniform everyone in the audi ence nust
understand what tine and what uniform This does not require words of one
syllable. It does nean that one nust know the group’s ability to
under stand and nust key the presentation accordingly.

Everyone | oves exanples. Hunorous exanples are even better received.
The nore tinmes a speaker can drive home the point, the better it will be
understood. A fanous evangelist used an exanple to explain the slow
growm h of the early Christian church. He said, "It really should have
grown faster. It would have except for Peter. As you read the Bible, do
you notice that Peter was only half smart? He had to be, because the
lord had to tell himeverything three tinmes!"

It may be coincidental, but all nanuals about military teaching stress
the "three tinmes" approach. Tell them what you are going to say, say it,
and then tell themwhat you said is the current logic. Studies show that
the third time a person hears, sees or feels something, it has been
learned. Al the stories and anecdotes do is to |let a speaker or
instructor say the sane thing in a slightly different way.

Hurmor is inmportant, when it is appropriate. 1t provides counterpoint
and spice to an otherw se serious profession. It is not easy to be funny.
O herwi se, nore of us woul d beconme professional comedians. Though
not easy, it is not difficult to be hunmorous, and being hunorous can help
an officer becone a good speaker. When John Paul Jones was under
attack by the British and was asked to surrender, he responded, "I have
not yet begun to fight." Not so often quoted is the reported response to
this line by a Mari ne who was hanging fromthe rigging, blackened with
powder and wounded in the | eg. He shook his head in dismay and nut -
tered, "Some guys never get the word!"

Hurmor has been defined as what happens to the other guy. It will not
work if a speaker doesn’'t try to use it as part of his or her speaking
ability. It will never work if it is racist, derogatory to anyone or

makes |ight of the supposed qualities of any group of people. Ethnic
jokes and stories have no place in the public presence of any officer

The Arned Forces understand that people nust develop the skills
required for effective witing and speaking and will provide opportunities
of increasing scope for the officer to develop them Actual devel opnment
is up to the officer.
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The Art of Instruction

Keep it sinple.
Have but one object at a tine.
Stick to that object.
Remenber that levity is not a sin.
Be ent husi astic.
Put out the ideas as if they were as interesting to you as to your
audi ence.
-Brig. Gen. S. L. A Marshall

These sinmple rules will get an officer well on the way to becom ng a
good teacher. Great teachers are rare and well worth trying to find and
learn from As the poet Kahlil G bran noted, "Wse indeed (is he) who
does not bid you enter his house of wi sdom but rather |eads you to the
t hreshol d of your own mnd."

Teaching is the first and nost inportant job of any officer. An officer

will be either in school or training a replacenment until the day after
retirement. Retirement day normally is the |last chance to pass on the
wi sdom and know edge of a professional life. Wen that day comes, one of

the Iast duties of the professional officer is to find a way to share the
t houghts of an entire career with those to whomthe service is being

entrusted. It may be |l ess eloquent than the carefully worded and cl assi -
cally presented phrases of a MacArthur or Ei senhower, but each retiring
officer will have sone thoughts worth sharing. |[If, as this book suggests,

sone of the career has been spent actually thinking about the service and
trying to make that service to the nation meaningful, an officer cannot
hel p havi ng thoughts that, when articulated, will [ead others to know and
under st and.

Showi ng others how to | earn and understand for thenmselves is the

essence of teaching. Instructing or being instructed is an essential duty
of every officer, the newest 0-1 to the chairman of the Joint Chiefs of
Staff. It may not be classroominstruction, but it will be teaching all

t he sane.

Becomnmi ng a teacher requires knowi ng the subject, know ng people and
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being able to communicate. Al are equally inportant. Few, if any, sub-
jects, once learned, do not result in sone kind of behavior change. The
key is what sinks in and is retained.

A cynic of the personnel systemused to give sone sardonic advice to
all newly comm ssioned officers: "On the very first day at your new duty
station, find a way to hit the flagpole with your car. Every day after
that that you do not hit the flagpole, the entire base will be inpressed
wi th how qui ckly you have managed to learn.” It is a silly story, but it
makes several points. Everyone can |learn. Sone |earn nore quickly than
others. Exanple is one of the better teachers and a cornerstone of the
officer’'s life.

Socrates and Aristotle, two of the greatest teachers in recorded
hi story, used sim|ar approaches to | eading people to the Iight of
know edge: exanple and question. They set the standards and were willing
to die to make sure the |l esson was | earned. They understood that people
| earn for thenselves and are not "taught.” |If the student can internalize
the information so that it nakes sense to the student, then the instructor
has acconplished the goal. The student can "do" sonething he could not
"do" before.

In this regard, the Armed Forces have a very special role in the educa-
tional conmunity. At one of the service acadenies, a departnment head
faced a problem An instructor had taken up housekeeping with a wonan
who worked in the departnent. She was married, but in the process of
di vorce. The departnent head went to the legal office to find out if
there were any grounds to change the situation. He was given an enphatic
"no." He was told that he could not intrude on the off-duty tinme of the
officer. The officer’s off-duty time was private.

The department head did not live in an ivory tower. He was well aware
of human frailty. He also was aware that the officer was an instructor
who taught both subject and by exanple. The officer’s exanple was unac-
ceptable. He sumoned the officer and listed the options:

a. Move out of the apartnent,

b. Find a way to marry the lady or

c. Do neither-in which case, his useful ness as an instructor
woul d be ended and he woul d be reassigned i medi ately.

The instructor ranted and raved. He was angered at the intrusion into
his personal life and felt that what he did on "his own tine" was no one
el se’ s business. The departnent head sinply restated the options. They
resulted, he said, fromthe exanple the instructor was showing to the stu-
dents. He gave the instructor the weekend to nake a deci sion

Do these situations hold any neaning for an Armed Forces officer?
They are relevant to the life of every officer. The first reality is that
everything an officer does is a |lesson for everyone around himor her
What is done, said or shown by exanple will influence both superior and
subor di -
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nate. The second is that an officer does not have "own tinme," at least in
the sense that the instructor was using the phrase. An officer is an

of ficer 24 hours a day, seven days a week and 52 weeks a year and does not
have the luxury of self-indul gence or any other standard of conduct that
falls short of the ultimate in noral and ethical behavior

The instructor spent the weekend in thought, which is the first require-

ment for any teacher. It is the tine spent in self-instruction, research
and t hought that |eads to mastery of the subject and the ability to
present it well. The lector Primarius, or first teacher, of the Ronman

Cat holic order of Dom nican priests always used the sane opening in his
phi |l osophy course for new sem narians. He would survey the class, who
waited with pen and paper at the ready, and ask, "What do you have in your
hand?" The answer invariably was either a pen or a pencil. "Philosophy

i s about thinking. The pencil does not think. You think. So put down
the pencil and start using your brain."

Monday norning, the instructor noved to bachel or officer quarters,
announced his intention to marry the young |l ady as soon as it was legally
possi bl e and returned to teaching.

In this day and age of marginal constraints on personal conduct and
the "right" to "do your own thing," how did the departnment head ever
succeed? By being right! It was Thomas Jefferson who put it best nany
years ago: "In matters of principle, stand like a rock."
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Communi cating Wth Your People

Qe of the nore difficult jobs for a newly conmi ssioned officer is
that of counseling subordinates. Wen a subordinate has a problem the
officer automatically is part of the problem The officer may well be
younger than the subordinate but, as an officer, has a position to uphold.
If the subordinate reveals the whole truth, he may well be shooting him
self in the foot. Most people have difficulty tal ki ng about thenselves in
the first place and nore difficulty adnmitting they have a probl em

Look at these considerations in reverse order. People find it hard to
tal k about thenselves only when the listener isn't obviously interested in
them An officer who denpnstrates real interest in people will find the
main problemis getting themto shut up. |If the officer hides behind a
desk or hides behind linmted tinme or hides behind giving orders and gets a
reputation for being unapproachable, it will not be the subordi nates who
have problens, it will be the officer. He or she will be like the
conmander at Canp Swanpy-no one tells him anything.

Retired Army Gen. Al exander Haig put it sinply: "A fundanental role
of |l eadership is comunication."

Conmuni cation is, has been and always will be an al nost magi cal proc-
ess. To work, it needs two things: a communicator and a |listener. Both
nmust use the sane set of |anguage paraneters. Even non-I|anguage param
eters must be understood by both parties. Hold up one finger in any bar
in Arerica and the bartender will bring another drink. Doing the sane
thing in Germany will get two drinks. Wat happened? References differ
fromcountry to country.

In conbat, it is inperative that all nenbers of the unit-whether a
flight, a platoon or a flotilla-know exactly what is nmeant by each com

mand or signal and respond accordingly. |In aerial conbat, the clock face
tells the direction of a threat. "Three o’ clock high" neans that an eneny
or unknown is approaching fromthe right and from above. |n conbat,

only the sinplest directions have real val ue.
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Good conmuni cation is essential to day-to-day operations and critica

in increased readi ness situations. A major problemis not the | ack of
comuni cations, but the sheer volune of data that inundates all of us.
Selecting the inportant data is a critical skill that all officers nust
develop. In an increasingly conplex world that provides increasing nasses
of data, the ability to discrimnate nay be a determ nant of an officer’s
success. Ability to determ ne what is inportant for the noment and for
the future is hard-learned and requires practice. One of the npbst inmpor-
tant elenents of this discrimnation ability is being able to keep the big
picture in mnd at all times. Discrimnation is sinple when faced with
both a stonach ache and a fire in the house. The situation that requires
i medi ate attention is known at once.

Rarely, if ever, will the choice be that sinple. Mre often than not,
the situation will have nunerous inputs, a w de range of options and an

equal ly wide range of results with which the officer nmust live. It is
much i ke the cynical definition of an operational decision: a decision
based on inperfect information, the result of which will end in life or
death or no one caring in 30 mnutes. It is the ability to be involved
with, but not in, the situation that is inportant. It's a small but vita

di fference.

There are two basic kinds of communication in the Armed Forces. The
first can be categorized as "keeping the troops inforned." It includes
the total flow of information, up and down the chain of command, that
makes the systemwork. The second is the nore personal conmunication
i nvol ved in knowi ng and counseling people. Both involve sonme basic
skills, and the first of these is the ability to listen. (There are
peopl e who are thinking what they will say next instead of listening to
what is being said. They are one of life's nost vexing irritants.)

It is inperative to hear what is being said, not what the |istener wants
to hear. To get this done requires paying attention to what is being
sai d.

Equal ly inmportant, the information nust be presented as clearly and
unequi vocably as possible. "There are a whol e bunch of tanks comni ng
t hrough the Ful da Gap" is about as useful as Uncle Harry's hat size.
Facts, facts and nore facts are the requirenent.

Trust is inmperative. To get people to go in a given direction and accom

plish a conmon goal, they nust believe they are being told the truth. It
may be unpleasant truth, it may be inconplete, but they nmust have confi-
dence that the communication is trustworthy. People willingly assune the

worst in any situation where they think, or are told, they are not being
kept inforned. A paranount role of any leader is to "keep the troops
i nformed. "

A leader articulates the goals and makes sure that those goals are
understood. A |eader renpves the nystery fromthe situation and pro-
vides the direction for all to follow A |eader provides the framework
and nakes sure that the who, what, where, when, why and how are fully un-
derstood by all. In Tom d ancy’s book, The Hunt For Red Cctober, the

46



entire fictional plot of a submarine defection hinges on the reverse of
this concept. The subnmarine commander can defect only because the
mlitary systemof which he is a part makes it a point not to communicate
with the troops. The theory was that they would just do their jobs and
have no i dea what was happening until the defection was conplete. That
may sound unthinkable in a society that takes sone kind of perverse pride
inthe ability to "leak" information and has nore investigative reporters
t han phi |l osophers.

The point is not one of secrets or |eaks or the correct time to rel ease
information. |In our country, a person who is going to | ead vol unteers
nmust be certain the troops know the risks, the reason and their specific
responsibilities. They don't get a vote on the action. That issue was
settled when they enlisted or took the oath of office. Still, they have a
right to know all that can be told. They expect to hear it fromtheir
of ficers.

On a nore nundane matter, heterosexuality and the avoi dance of drug
use are conditions of enployment for Arned Forces nenbers. There are
no gray areas. The message is clearly provided to all. [|f caught
violating either standard, the response is automatic and irrevocable. The
i ssue is not whether that position is correct or incorrect. The reality is
that the position exists and is understood by all

There are sone special problenms inherent to the Armed Forces, prob-
I ens that officers must face and work with their people to solve. |In the
nost general sense, the problens deal with expectations. Expectations of
the Arned Forces for the acceptable life-style, noral codes and behavi or
of their people are clear and well-taught. Less clear is how well these
expectations match the expectations and accepted behavi or norms of
many of the people. 1In recent years, the services have begun to exani ne
the disparity and to find ways to close the gap with prograns to deal wth
spouse and child abuse and drug or al cohol abuse.

In counseling people, it is inportant to remenber there is a w de range
of specially trained people that the Armed Forces have avail able to assi st
with problens that are beyond the individual officer’s ability to handle.
Chapl ai ns, |lawers, financial advisers and other specially trained profes-
sionals are available to help handl e problens |ike spouse and child abuse,
rape and drug and al cohol abuse. For sinpler problens, the Red Cross is
an effective tool to confirmthe status of a particular problem

A few broad, comon-sense rules will enable any officer to be nore
ef fective in counseling:

* Privacy is requisite, and the interview should be conducted wi thout
i nterruptions.

* Alistless manner spoils everything, dimnishing the force of reason
and di scouragi ng confi dence.

* To put the person i mediately at ease by sone personal gesture is
nore i nmportant than observing forns.
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* Thereafter; the situation is best served by rel axation of bearing rather
than by tension.

* Any excess of expression is a failing, and above all, it should be
avoi ded by the person to whom anot her | ooks for gui dance.

* Listen well! The problemis real to the person |ooking for help. Lis-
tening well will aid in getting to the basis of the problem nore
qui ckly.

* No counsel that |owers self-respect is any good. Moralizing and gen-
eral i zing about the human failures that caused the counseling is a
waste of tinme.

* Decisions that are wholly of the heart and not of the mind will ulti-
mately do harmin both places.

* No person will talk freely and at length if met by silence. An intelli-
gent question encourages frankness.

* When one person | oses possession of hinself, it is all the nore rea-
son that the other should tighten reserve

* Affectation in manner gives lie to credibility.

* To express pity for anyone does little to restore himand enable him
to raise hinself above pity.

* When peopl e are burdened by a personal problemthat excludes
everything el se, they nust be led to something el se.

* People can be led and guided to sound judgments, but, in the fina

analysis, it is they-no one el se-who inplenent the judgnment that
t hey have made.
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Di sci pline

To bring nen to the proper degree of subordination is not the work of a
day, a nonth or a year.

- Geor ge Washi ngton

Dsci pline is learning what to do, when to do it and in what manner
it should be done. For the Arned Forces, discipline is the standard of
personal deportnent, work requirenent, courtesy, appearance and ethica
conduct that will enable all to performthe nmission with optinum
ef ficiency.

Discipline is essential to successful acconplishnent of a mlitary m s-
sion because each mssion requires a teameffort. Wen each individua
perforns as a part of the team success becones possible, even probable.
That, in turn, nmeans that each individual has trained hinself to obey
orders and regul ati ons.

In a free society, the only valuable discipline is self-discipline. It
cannot be made to work with a gun, whip or any set of laws. Meaningfu
di sci pline comes about only when service nenbers obey the rules that
govern their conduct because they know and accept the rules.

Di sci pline nust have a purpose. It nust serve a function or subfunction
that nmakes sense and is understandable. Catch 22's entire thene is the
insanity resulting fromblind acceptance of idiotic rules.

The other side of that coin is that-to the extent permitted by security
requi renent s-each individual needs to be informed of the purpose of his
actions. In no other mlitary force in the world is this such an
i mportant part of mlitary training, discipline and operations.

Saluting is not some kind of hysterical aerobics practice that the mli-

tary uses to increase physical fitness. It is a synbol, dating back to
al nost prehistory, originally to denonstrate (according to an
i nternational |egend) that a hand does not hold a weapon. |n nodern

tinmes, it recognizes the worth of the individual being saluted. Synbols
like a salute are
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not a burden or chore but a willing acceptance of the value of all mem
bers of the profession.

Presi dent Ronal d Reagan had told of being ill at ease when sal uted by
menbers of the Arnmed Forces and not having a clear way to respond and
show both his acceptance of the salute and his recognition of the worth
of the individual service menber. He asked a senior menber of the
Arned Forces if it would be correct to return the salute. The senior
of ficer responded, "Who is going to argue with you, M. President?" So
M. Reagan adopted the practice of returning all sal utes.

Aut hor Robert Heinlein noted that formal courtesy between husband

and wife is nore inportant than it is between strangers. Wiile he is cor-
rect and may well have identified the bal mthat has saved nany a mar-
riage, fornmal courtesy also is a large part of discipline.

Soci eties can function only when nost of the society understands and
accepts the rules that nake the society work. All societies have sone

nmet hod of renoving fromthe society those few persons who will neither
accept nor follow the rules. Methods vary. Sone societies cut off body
parts to try to teach the | esson; sone lock the offender in cages; sone
try to re-educate the offenders and return themto the general society. A
few either will not or cannot learn to obey the rules of the society.

G ven reasonable rules, well taught and germane to the situation, nost
people will learn and follow t hem

Di ct at orshi ps and ot her repressive forms of governnent have few prob-
lens with order and discipline. They becane what they are by controlling
the "enforcers of discipline." These "enforcers" have used many nanes:
Ton Ton Macoute, SAVAK, SS and the Secret Police are a few. Nanes are
not inportant, and methods rarely vary. Those societies achieve
di scipline by generating fear, terror and instant retribution for any act
consi dered "wong" by the enforcers or those for whomthey are acting.

Soci eti es based on the dignity and worth of the individual have a mnmuch
different set of discipline problems. The right to inpose discipline is
derived fromthe people and, if abused, will be wthdrawn. Anericans
have seen fit to revoke even parts of the Constitution that did not neet
t he needs of the people. According to one student of government, "It
may be easier to be a dictator than the el ected | eader of our nation."”

A mlitary systemoperating in a free society anends some basic rights
of citizenship so that the system with its denands and responsibilities,
can function. A fundanental difference between the civil sector and the
mlitary was encapsul ated by Rear Adm Norman "Bul | dog" Col enan:

"There ain’t no votes on a ship."

The Anerican in uniformdoes not have the sanme latitude as a civilian

in the exercise of rights. The nmpst obvious difference is that the Arned
Forces menber does not have the privilege of quitting. |If the menber
refuses to accept the demands of discipline, the Armed Forces nust cor-
rect the behavior in a formal way.
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Much has been written about the supposed deni se of discipline in the
|atter stages of the Vietnam War. Cause of the deterioration has been
placed largely at the feet of a permissive society. The feet do the wal k-
i ng-the head does the tal king. Deterioration of discipline has one root
cause. It always has been and always will be the sane cause: |ack of
| eadershi p. Leadership’'s very definition describes the problem
Leader shi p consists of achieving willing subordination of self to the
demands of the mission. It is the | eader who sets the standards of
behavi or and teaches the need to follow orders. Wen any mark of
discipline is not being followed, the | eader nmust | ook to hinself for the
cause.

It is naive to assune that all will willingly accept and adhere to Arned
Forces discipline standards. Most troops, if well taught by exanple, will
adhere to the standards. The level of discipline will be what the
officers in charge choose to make it. That |evel should be the mininum
necessary to get the best results fromthe majority. Discipline inposed
to punish or appease either end of a unit population’s bell curve usually
has the opposite effect. Comon sense is nore useful than rigid adherence
to rules and regul ati ons.

Vice Adm Ransey worked the situation to achieve both discipline and
morale. There is alinit to the nunber of people who can be absent from
a ship at one time. Statistically, this nunber of people is always |ess
than the nunber of port calls, energency | eaves and peopl e whose w ves are
havi ng babies. Adm Ransey put it on the line with his people: "If we
mai ntai n the standards of discipline and you prove to me that we can get
the m ssion done with fewer people, | will authorize nore people to take
shore | eave and to go home to be with the family for the birth of a
child." Re maintains that it never failed to produce both exceptiona
di scipline and special effort. The technicalities of strict adherence to
regul ati ons were |less inportant than conmon-sense nanagenent. Re had cre-
ated a teamof willing, self-disciplined people.

As differences between peacetinme and direct combat operations becone
| ess visible, the need for discipline becones increasingly evident and
i mportant. The luxury of "forced marches to test nettle" has |ong since
passed. Leadership devel ops the habits of discipline in peacetinme. It in
stills the know edge that the orders are right and the understandi ng that
the leader’s integrity is such that the orders need not be questioned.
Wth such a basis, the demands of conbat discipline can be achieved.

A w se, conbat-seasoned veteran once said, "You cannot fool the
troops! They know and will accept tough training. They will never accept
M ckey Mouse stuff that common sense tells themis stupid or a waste of
tinme."

If a purpose of discipline is to get people willingly to exercise the
greatest freedom of thought while pronoting the feeling of responsibility
to the group, then, once it is achieved, the notion of failure is
unli kel y.
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Rewar d and Puni shment

Qe duty that falls directly to each officer is administering the sys-
tem of rewards and punishnent. Mlitary |ife requires obedience to a
conpl ex set of rules and regulations. Violations of those codes cannot be
tolerated without prejudice to the discipline of the entire unit. The
conmmander or officer in charge is given considerable roomfor judgnent in
deci di ng whether the offense requires a court-martial or can be handl ed
adm nistratively within the unit.

The idea that mlitary systens have the right to reward and punish is
ancient. The right is questioned occasionally. Few persons question the
right to reward, only the need to punish. Wth the blindfold on Lady Jus-
tice, the scale at tinmes was unfairly tipped to one side or the other
Those occasi ons can affect noral e, because good order and discipline exist
only where all nenbers of the organi zation believe that fairness or
justice can be expected fromthose in charge.

Even the smallest child resents any perceived injustice. It nay be pun-
i shment for an offense not committed or unavoidable. It may be partial -
ity toward one or nore siblings. But the offended child s resentnent is
unm st akable. The facial expression is eloquent, and sonetines there are
wai | s of protest.

Qur nation is based on law, and the nilitary establishnent has its own
body of Iaw. The Uni form Code of Mlitary Justice provides one standard
of treatnment for all service nenbers. It specifies the general nature of
of fenses agai nst society and speci al of fenses against the good order and
discipline of the mlitary service. Except for the nore serious offenses,
which by their nature also violate the civil code, it does not flatly pre-
scribe trial and punishnent. Mlitary law, in this respect, has nore
latitude than civilian crimnal lawwith regard to nminor offenders.

Rarely arbitrary in its workings, it presupposes the use of corrective
good judgnent at all tinmes. |Its nmjor object is not the punishnment of the
wr ongdoer but the protection of the interests of the dutiful
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This concept |led various service secretaries to decide that court-
Martial charges agai nst certain ex-POAM, who on clear evidence had
actively aided the eneny in North Vietnam would be dropped. They had
probably commited the all eged acts, but no greater good woul d have been
served by a public trial. 1In all cases, the best policy is one that
depends for its workings on the sense of duty of people toward each ot her
t hereby strengthening that sense through its operation

The other side of that coin was clearly shown during Wrld War |1 in
the handling of an American technical sergeant who had been di scovered
sabot agi ng his own squadron’s aircraft. He had placed thernmos bottles,
filled with explosives and arnmed with altitude-sensitive fuses, in a key
hatch on board the aircraft of his unit. He had destroyed 10 aircraft and
killed nore than 100 nen before he was caught. Tried and convicted, he
was sentenced to death by firing squad. After the commandi ng general’s
conpl ete review of the case, the findings and the sentence, the appointed
day arrived. The entire squadron was marched to the end of the runway,
where the commander picked a firing squad conposed of men equal in
rank to the convicted service nmenber, and the sentence was carried out
on the spot. Wiy had this man beconme an active traitor? For |ess than
$100 per person he kill ed!

The attitude of the Arned Forces toward correction as a neans of pro-
nmoti ng the general good al so places a large trust in the justice and good
will of the average officers. The assunption is that they will follow the
advice of Ovid when he said, "let the ruler be slow to punish and swift
to reward." The systemteaches officers of all ranks that passing
critical, inpartial judgment on the conduct of those they lead is part of
the job. This does not require a special wi sdomthat only a few can
attain. The system works when the authority that has been given is
exerci sed on those few who cannot, or will not, obey the rules.

At first glance, it may seem a heavy and difficult burden. It wll
never be sinple and easy to judge individuals in relation to the affairs
of an organization. Wth tine and experience, the ability will becone
al nrost second nature. \Wile never done wi thout thought, it will be a part
of an officer’s skills.

First anong the fundanental considerations that nust be kept in nind
for both reward and puni shnent is that rewards should be given to per-
sons who deserve them Undeserved rewards weaken the entire organiza-
tion. Never pass up the opportunity to reward your people. The reward
can be as informal as a pat on the back or as formal as a decoration
People will know when a reward is deserved and will never forgive or for-
get if sone kind of recognition doesn’t happen for a job well done.

The second consideration is equally sinple. Punish those who deserve
puni shrent. Equal and fairhanded puni shment must be based on the
i ndi vidual's record and an understandi ng of punishnent’s purpose. Poor
use of punishnent is typified by the commander who was afraid to pun-
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i sh anyone and by his indecision punished everyone; the |ieutenant who
suffered such a bad conscience fromhis weak handling of a grave infrac-
tion that he threw the book at the next offender, thereby spoiling a good
man and gaining the ill will of the conpany; the old-tiner who smarted
under excessive punishnent for a trivial offense, broke under it, got into
much worse trouble and becanme a felon; the fool who handl ed every case

ali ke, instead of recognizing individual differences in human character
and the idiot who views giving punishnent as validation of his position
and rank. An officer can avoid beconing a part of the Iong and sorry |ist
by follow ng the "Gol den Rul e" policy toward subordi nates.

I f obedience is a noral quality, punishnent should be enployed as a
noral act. The prinme purpose of the act is to nourish and foster obedi -
ence. Unlike the Ronman Praetorian officers who taught the | egionnaires
to wear their breastplates by the sinple expedient of killing the first
one who forgot to wear his, it is now necessary to think over, to compare
and to wei gh punishrment’s probable effects on the person being judged and
on the system The question is: "Wat good will be achieved?" If the
answer is "none," punishment is not in order.

I f punishment is necessary, however; the case nust be handled in a
prompt, positive manner that |eaves no doubt the officer is certain about
t he judgnent. People know when they are in the wong and will have
i ncreased respect for the officer who knows what should be done and
states it clearly. Reasoned firmess is the first step in the process.
Wi vi ng puni shnent is as foolish as threatening to puni sh and not
followi ng through. The officer who runs around threatening to court-
martial his subordinates is sinply announcing his own weakness.

To punish the group for offenses conmitted by two or three unidenti-
fied menbers of the group is no nore acceptable in a mlitary organiza-
tion than in civilian society. It is a stupid practice that will forfeit
the loyalty of the best in the organization

Praise in public and punish in private is a good guide for any officer.
Despite exceptions, the guide helps to get the point across. It avoids
under nmi ni ng the confidence of either superior or subordinate.

A basic duty of any officer is to intercede and protect subordi nates

frominjustice. The duty is so basic that an officer nust be willing to
ri sk professional reputation when convinced that either higher authority
or civil authority is acting unfairly. It is not an officer’s duty to try

to cheat the law or thwart justice, however, just because the accused is
that officer’s subordinate.

The best policy on punishnent is to elinmnate the frictions that cause
nost of the transgressions. People know when they are being treated
fairly as individuals and as a group. They know when either reward or
puni shrent is due. They expect their due. Duty is the sure proving
ground. People should be judged on their all-around performance. It is
the I ong haul that matters.
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One | ast thought on the idea of reward and punishnent: Just as the
puni shnment nust fit the crine, it is folly to give a reward that wll
prove expensive to the recipient.

Thi s discussion of reward and puni shnent is no substitute for a work-

i ng knowl edge of the Uniform Code of Mlitary Justice, the Manual for
Courts Martial or the awards and decorations regul ations of the particu-

| ar service. The philosophy, however, is consistent with the spirit and
i ntent of these docunents. Understanding the philosophy is only half the
job; the other half is study of the docunents to actually know what they
say and nean.

8
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Mor al e

Moral e is when your hands and feet keep working when your head says it
can’t be done

- World War ||l Blue Jacket

Moral e is when a soldier thinks that his army is the best in the world
his reginent is the best in the arny, his conpany the best in the
reginent, his squad the best in the conpany, and that he hinself is the
best dammed soldier in the outfit.

-Maj. Gen. Janes Uino

\Mt makes people tenpt the devil? Wat gives people the chutz-

pah to know that they "can?" It is norale. Morale is the quality that
says "we can and we will." It is the mainspring that nakes units work and
work well. It is the opposite side of the discipline coin. Instilling

bot h depends on the | eadershi p’s understanding of how they interact.

We have long since learned that the ideal of discipline is far nore
i nportant than the pattern. The elder Mltke, one of the great nmasters of
the mlitary art, taught his troops the suprene inportance of form ng
accurately in training, since the perfection of their fornmations would
determine their efficiency in battle. Yet in the Franco-Prussian War, the
formations proved utterly unsuitable to the theater’'s heavily wooded ter-
rain, and new ones had to be devised on the spur of the nonment. This
| esson has been relearned in al nbst every war.

The keys to success in battle are adaptability to the situation and the
under standing that the purpose of discipline is nutual support. Tactics
nmust change to neet the situation, and patterns of operations may well
change overnight to those that will work. When this happens, the only
disciplinary residue that will matter is obedience to orders. It is
neither the length of a stride nor the angle of a hand in a salute that
nmeasures discipline. The yardstick of discipline is the confidence in the
judgrment that the orders are being given for nutual support and for the
greater good.

Confidence is the sine qua non of all useful mlitary power. The noral
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strength of an organization’s unity cones fromthe unit nmenbers’ faith
that they are being wisely directed and fromthe | eadership’s faith that
the orders will be obeyed. Wen units are tenpered by this spirit, there
isnolimt to what they can do. They becone invincible. Wthout this
confidence, any nmilitary body, even though forced to train using patterns
of discipline, will deteriorate into rabble under the conditions of
extraordinary stress of battle. Discipline’s ultimate test is what
happens when life is at stake. Do they stand or run? History has
recorded countl ess exanpl es of successful nilitary forces that had al nost
no di sci pline when neasured by the usual yardsticks, yet had a high battle
noral e that produced the ideal of discipline that defeats the eneny. The
key is | eadership.

If we accept the prenise that discipline is not a ritual or a form but
sinmply a course of conduct that is nost likely to lead to the efficient
performance of an assigned responsibility, then it follows that norale
does not cone fromdiscipline, but discipline fromnorale.

Recruits are exposed to neasures designed to instill discipline fromthe
nmonent they take the oath. The first lesson is the necessity for obedi-
ence. Even before they learn to think as a group and before the attitudes
of that group begin to affect them they are being disciplined. It is a
difficult tine. Discipline bears down before norale has an opportunity to
surface. It begins when the nmenber starts thinking as part of the
fighting establishment and no |onger as a civilian. Fromthat point on
everything that is done to nourish the nmilitary spirit and increase the
thirst for professional know edge is helping to build norale.

It takes just a short tine to |learn one’s way around in the services.
Peopl e quickly lose the initial fears and acquire both strength and w sdom
fromthe group. They becone able to evaluate both their own progress
and the | eadership of superiors in very clear terns. Fromthis point on
discipline has little to do with the growh of nmorale. People either
bel ong to and support the group or they remain outsiders forever. They
are able to recognize discipline that is right and reasonabl e as bei ng
good. They al so recogni ze al nost instantly when it is either too harsh or

too lax. The latter will ruin norale.
The individual, like the group, can be hurt by being pushed beyond
sensible Iimts, but norale will suffer nore if no real test is given to

ability and noral powers. The greater the person’s intelligence, the
stronger the resentnent. The enlightened mind al ways has the greatest
nmeasure of self-discipline. 1t also has a higher sense of justice,

i njustice and reasonable requirements of duty. People need productive and
meani ngf ul work chal l enges. They need to be proud of what they are doing.
It is that sinple.

Morale is a product of both the nmind and the spirit. The question is
how it is to be developed. It comes first froma sense of identity. It
conmes fromthe pride of bel onging and doing worthwhile things. It comes
fromthe confidence in the | eaders and the respect that the |eaders
denonstrate
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for the value of the subordinate. It cones fromthe idea of neeting the
chal | enge and wi nni ng.

During the battle at Khe San, a few Marines decided that they had had
enough. They boarded a C 130 and ordered the aircrewto fly themto Da
Nang. Few reasonable people will argue with arned, hostile Marines. The
aircrew flew to Da Nang and radi oed ahead that they had a problem

Khe San was not a fun place. It was as difficult, bloody and rotten as
any battle of the war. |t was understandabl e-but not acceptabl e-t hat
the pressures of the battle would make any sane human want to | eave.

H story does not record the name of the Marine major who net that
C-130. Dressed not in battle gear, but unarmed and in a sinple duty uni-
form he entered the aircraft through the rear entrance and wal ked to the
m ddl e of the cargo bay, where he was surrounded by the battle-weary

Mari nes who had commandeered the aircraft. It could have been a dark
day in nmlitary history; it could have been a violent confrontation

Instead, the Marine major quietly, and with exceptional courage, told
all the men: "You are United States Marines. That nakes you speci al
Marines don't quit until the battle is over. W have a battle to fight at
Khe San. Take your seats and get strapped in while | tell the aircrewto
take all of us back to Khe San." They did, he did, and the rest is
hi story.

The lesson is clear. One officer can acconplish an apparent mracle by
an act of will and courage. Morale of force flows fromthe self-

di scipline of the I eader, and in turn, the discipline of the force is re-
est abli shed by the upsurge of its noral power.

It would be futile to conment on the nature of noral |eadership were it
not fully within the power of average young officers to becone noral
| eaders. The art of |eadership, the art of command, is the art of dealing
with humanity, a humanity of potential, of dreans, visions and
i ntelligence.

Diligence in the care of this humanity, adm nistration of organizationa
matters with a consistent standard of justice, nmilitary bearing in one's
self and the know edge that military ideals are nourishing to both spirit
and body are the four fundamentals a comrander uses to build norale.
There are other forces and mechani sms. Mst of them cone under the
general headi ng of managenent and are di scussed in other parts of this
book.
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Esprit

This above all: to thine own self be true, and it nust follow, as the
ni ght the day thou canst not then be false to any nan.

- Shakespeare: Polonius’s advice to his son Laertes, in Hanl et

I 0 better understand esprit and its role in building the Arnmed Forces,
it is necessary to | ook beyond the organi zati on and consi der the people.

The lives of nost people are organi zed around only a few basic |oyal -
ties. The degree of satisfaction they derive fromexi stence usually can
be nmeasured in terns of service to those loyalties. The first loyalty is

to self. Wthout it, all else is inpossible. |If people cannot acquit
t hensel ves well for their own sake, they cannot honor anything |ess
personal. Along with loyalty to self cones loyalty to beliefs, famly

country, friends and hunmanity in general

Stated as a fact and not a concept, the interesting and inportant thing
t hat happens when people enter the mlitary service is that the nonment
they take the oath, loyalty to the nation becones the first priority and
ranks first on the list of obligations, duties and responsibilities. To
get ahead and to serve thenselves well, they nust persevere in ways that
are nost useful to the nation, the service, the unit and thensel ves. They
will not get rich serving the nation, but will be conpensated well wth
honor. In this life, service to the nation is not an abstract notion. It
is a daily act of service. Mlitary people assune a new |life and new
friends.

In this radical reorientation of the individual life and the arbitrary
i mposition of a commanding loyalty, we find the key to the esprit in any
mlitary organi zation. Esprit is not something given to a unit in the
past. Esprit is dynanic and vital-taught by ol der to newer nenbers of a
unit. Forget the idea that esprit is what the unit gives the person
because of sone spark of past glory, battle pennon or |egendary exploit.
It is what the unit gives the person in terns of spiritual force
translated into constructive good. Considering what the unit has taken
fromtheminitially, its obligation is great indeed.
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To see this clearly, we need to | ook once again at what happens to the
i ndi vi dual when donning the uniform Life is changed in broad funda-
mental ways. Legal status is changed; the extent and intensity of obliga-

tions are magnified. Individuals put aside the banner of individualism
for that of obedience. Yet in the words of Charles Bernard, fornmer
presi dent of the National Science Foundation, "Scarcely a man, | think

who has felt the annihilation of his personality in some organi zed system
has not also felt that the sanme system bel onged to hi m because of his free
will to choose to make it so."

The thoughtful officer will renenber that relationship and the tine-
proven words of Gen. Janes G Harbord in The American Arny in

France. He said, "Discipline and norale influence the inarticulate vote
that is constantly taken by masses of nen when the order cones to nove
forward-a variant of the crowd psychology that inclines it to follow a

| eader. But the Army does not nove forward until the nmotion is carried.

“ Unani nous consent’ only foll ows cooperation between the individua
men in ranks."

He suggests that the nultiplied individual acceptance of a conmand
al one gives that command authority. It is no less true that the
multiplied rejection of a command nullifies it. In other words, authority
is more the creature than the creator of discipline and obedience.
Authority relies nmore upon respect than respect is founded upon authority.

Esprit is the product of a thriving rmutual confidence between the
| eader and the led; it is founded in the faith that together they possess
a superior quality and capability. No record of past greatness can nake
peopl e serve better, if they are being served badly. Unless the organiza-
tion’s past conveys to its officers a sense of being especially chosen-and
unl ess they respond to this trust by devel oping the strongest sense of
duty toward their subordinates-old battle records and past triunphs can be
flushed down the drain, since they will not rally a single person in the
hour of need.
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Moral and Physical Welfare

Moral s are a personal affair; in the war of righteousness every man
fights for his own .
- Robert Louis Stevenson

Morality, when vigorously alive, sees farther than intellect.

-J. A Froude

I he noral of this chapter is that when people are noral, the noral
power that binds themtogether and fits themfor action is given its nmain
chance for success.

There shoul d, therefore, be no confusion about how the word i s being
used. W are speaking both of training in norals for everyday |iving and
of moral training that will harden the will of a fighting body. One no-
ment’s reflection will show why they need not be considered separately.

Anerican Arned Forces’ doctrine states that when people conduct |ives
built on high noral standards and physical fitness, they tend to devel op
qualities that produce inspired | eadership and discipline. It is not a
new notion; it can be found in any great military force in the past. It
was not devel oped to gratify clergy or reassure parents. That is
i nportant, but the fundamental idea is that it works!

The doctrine comes fromnation's experiences in war and what the
Arnmed Forces |earned by neasuring their own services. Happily, the facts
are consistent with a common-sense eval uati on of the case.

Let's figure it out. The hedonist cry of "All things in excess! Mbdera-

tion is for nonks!" My work for the pleasure chasers, but not for the
Arnmed Forces. To be tenperate in all things, to be continent and to
refrain fromloose living of any sort are acts of will. They require

sel fdenial and forgoing what nay be nore nonentarily attractive in
favor of things that should be done. Sone individuals are never tenpted
to digress norally, but the rest of us are all too human. Wat we
renounce in the nane of self-discipline, sonetines at the cost of consid-
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erabl e i nner stress, we endeavor to conpensate for by the gain in persona
character. It isn't easy, but only the nost cynical observers deny its
wor t h.

The strength of will that enables a person to lead a clean life is no
different fromthe strength of purpose that equips that person to follow a
hard Iine of duty. They go hand in hand, and both are necessary. When
strength of purpose or will fails, it is possible still to find first-
class fighters, but not officers. Vices or weaknesses are not things to
be proud of, but to be overcone. The nature of the beast is that we all
have weaknesses or vices. |It’'s called being hunan. As Seneca sai d about
Hanni bal , "He conquered by weapons, but was conquered by his vices."

The process that builds nuscle also trains and alerts the mnd. Every
physical act nust have as its origin a nental inpulse, conscious or uncon-
scious. Training people to master their nuscles helps train themto
master their brains. They cone out of physical training better
conditioned to neet the demands of the profession and better prepared to
t hi nk about how and why they are noving, which is true nmobility.

No matter how great the inertia, the boredomand the grunbling, it is
not a ki ndness to seek anything | ess than maxi mum physical fitness. Part
of an officer’s job is to ensure that nenbers of his or her command have

every survival edge that can be provided. |If people lack the coordinated
response that cones only fromlong, varied and rigorous exercise, they
will lack cohesion in action, have much hi gher conbat |osses and use-

| essly expend rmuch of their initial velocity.

When training people, the point is to attain the best condition that

each of them can achieve-not to denonstrate that an officer’s persona
limts equal that of a decathlon entrant. The point is conditioning, not
provi ng that exhaustion hurts. For the officer who has not been an active

athlete, the conditioning process will serve also to denpnstrate that al
of us have the ability to function in a demandi ng physical world. W can
be better than we think we are. It is not superhuman effort that lets

peopl e stand watch after watch or pull seven Gs in the bonbing pattern or
spend days searching for a lost civilian or make a forced march to a new
position or endure the stress of an anphibious landing. It is the long
and sonetimes dreary process of physical conditioning to neet these
demands that has nade the difference.

The Arned Forces place great enphasis on teamsports. It makes little

di fference whether the team nenber is officer or enlisted. The object is
twof ol d: Encourage the idea of teamwork toward a common goal, and

make t he conditioning process |ess dreary and nmechanical. While nopst
conpetition is friendly, it reinforces the notion of "us" and "thent and
esprit. The fate of the world probably will not be deternined directly by
the outcone of the All-European Football Chanpionship, but the gane

does provide an exceptional vehicle for denonstrating the military m ssion
of willing subordination of self for the common good. This tine it is
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football; the next could be Orenada, Lebanon, Libya or any trouble spot
to which duty calls.

The gain in noral force deriving fromall forns of physical training is
an unconscious gain. WII| power, deternination, nental poise and nuscle
control all march hand in hand with the general health and well-being of
the individual. Posture inprovenent and the rearrangenent of excess
wei ght into nuscles nmay require uniformalterations, but the end result
will be a nore confident bearing that is so nmuch a part of the perception
of |l eadership. The increase in physical capability to get the job done
also will increase the will to acconplish the job.

Any of ficer should recognize that while painstaking attention to the
physical welfare of the "troops" is both mandatory and combn sense,

the thoughtful attention to the spiritual needs and noral needs is a

| arger concern. Wth increased priority to these, the physical welfare is
far nore likely to come along satisfactorily. Again, it is the officer
who rmust set the exanple.
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Dut y

Engl and expects that every nman will do his duty.

-Adm Lord Nel son, at the Battle of Trafalgar

The two hi ghest achi evenents of the human nmind are the twi n concepts of

‘loyalty’ and ‘duty '. \henever these twin concepts fall into disrepute-
get out of there fast! You might possibly save yourself but it is too
late to save that society. It is dooned.

-Robert Heinlein, witing as Lazarus Long

[:]Lty is a concept for action. It is repeated over and over in the liter-
ature and history of mankind. Ronman nmatrons had one definition of
duty as they sent their young people off to war: "Cone back w th your
shield or onit!"

What does it really nean? It nust be inportant, since all of the books
and teachings about Arned Forces officers stress the idea that duty is one
of the requisites for all menbers of the Armed Forces. It is called the
cornerstone of conduct and the framework of the system But when stripped
of the platitudes and the phil osophy, what does it really nean?

A very sinple way to look at duty is to say that duty is doing what is
expected. For a fireman, it’'s putting out fires as well as possible. For
a nother, it's living up to the expectations of notherhood. |In this
sense, doing one's duty or being a good person neans living up to the
expectations of the individual

Everyone has a responsibility to be a "good whatever." It goes with the
job as part of the job. It is inherent to the job or profession and
cannot be ignored. People can squirmlike live worms on a hook, but the
facts will not change! The expectations for any job are well-defined by
the job, by the society and by the person who accepts the job. Legalisns,
or trying to use the idea of rights to avoid doing the duty called for
are quite common and al nost a habit for many people.

Rights are inportant. Rights also incur obligations. The first
obligation is to do the job to whatever standard is called for by the
society. |If the
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society is willing to accept and live with nediocrity, then it will be
nmedi ocre. It has defined the expectations for itself.

The Arned Forces lack the luxury of nediocre people, nediocre stan-
dards of duty and nmedi ocre expectations. That concept was tried with
Project 100,000, in which people who could not neet the entrance stan-
dards for the various services were still brought on board. The idea was
that mlitary service would achieve a mracle, overcone their educationa
or character deficiencies and |ift the marginal people to the |evel of the
qualified menbers of the Arnmed Forces. The result was predictable. The
original entrance standards were correct, and those people did not fit
the needs of the services. This project and others that attenpted to use
the Arned Forces as instrunents for social change were soon abandoned.

It is difficult for many people to understand, but the purpose of the
mlitary is not the same as the purpose of social legislation or the pur-
pose of educational prograns or even the purpose of nedicine. Those
areas of life assune that it is possible to feed, educate or cure
everyone. The Arned Forces start fromthe prem se that sacrifice is part
of the profession. However it is said, it comes back to this essential
wel I for our type of denocracy, but is the kiss of death in a military
system |If no one has been taught the concepts of duty and ideals (or a
hi gher call to action than that generated by pure materialistic
consi derations), the all-conpelling unity necessary in the mlitary system
could not exist. In this light, duty and ideals are instrunents of
nati onal survival for the mlitary. They also serve to reinforce the
spiritual fiber of the nation as people learn themand then return to the
civil sector.
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Aneri can | deal s

I n a pragmati c sense, an officer’s career WIl span that of at |east four
presidential adm nistrations. Budgets will change, national priorities
Wi ll run a spectrum and those politicians who represent the nation will
cone and go as a reflection of that will. The econony will fluctuate
universities will open and close, and even religions will grow and shrink
in enmphasis and influence. Nations will cone into being and di sappear
In short, the business of the planet will continue its checkered progress.

The constant in this warp and weave will be the service officer, whose
commitnment to the Constitution, norals, ethics and the nation is the rea
shining light of liberty. 1[It is the bedrock that will guarantee the
freedom of the Anmerican people and the continuance of our nation

The nation can accept nothing |l ess. Arned Forces officers have no

right to deternine national policy. They nust not, as has happened in our
nation's history, distort information to serve the ends of anything other
than the Constitution. Any such tenptation nust be ruthlessly controlled
and stopped in its tracks.

The American nmilitary plays a special role in our nation. In one limted
sense, it can be viewed as an instrunment of national policy, that |ast
bastion of diplonmacy to be enployed when the tal king stops, the club that
the politician wields to ensure that his point of viewis the one that
dom nates the table of discussion, just as the | egions of Rone or the
hordes of Genghis Khan or the troops of I|nperial Japan served the point of
vi ew of the |eader.

The American nmilitary establishment will have a nunber of roles
within any officer’s lifetime. The officer may well be called upon to
give life, fortune and sacred honor in defense of the nation. He or she
will have to go through training that will teach the art of destruction of
life and property and will be given chances to win the right to wear
badges and ribbons that attest to prowess in these arts or in positions of
gr eat
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responsibility. The officer literally nay be given the power to determ ne
who WIIl live and who will die. He or she will be given great
responsibility and authority in the nane of your nation

At the sane tine, the officer will be given the mandate to ensure that
every action directly contributes to the defense of the Constitution and
is legal and norally correct. That is the dichotony that sone can never
understand. They see the destruction, but never the noral inperative.
They can see only the simlarities in the devel opnent of standards, train-
ing and arned forces. They cannot see, or choose not to see, that the
fundament al purpose of the Armed Forces is totally different in free

societies. They appear to be using Machiavelli as the principa
phi |l osopher for the control of people without reading all of the story and
finding out that Machiavelli was perhaps the nost unsuccessful mlitary

| eader in history.

If people are to risk their lives, there nust be a good, accepted

reason, or they sinply will not do it. People who are urged to sacrifice
thenmsel ves and the future of their children for the notion that one end of
an egg is better than the other will soon use on their |eaders the

busi ness end of sone instrument that terminates stupidity.

The problemwith freedomis that once given, it beconmes al nmost inpos-
sible to take away. OQurs is a free society, and generation after
generation of Anericans has participated in the struggle to keep that
freedom It will always be in danger and rnust al ways be defended. Even
today, in at least one city in Anerica it is illegal to fly the nationa
flag fromcity-owned buildings. 1In the very recent past, Anericans have
sold vital national secrets for the proverbial 30 pieces of silver. It
woul d be all too easy to seek harsh and repressive "solutions" to these
ki nds of problens. That is not our way.

What other roles does the Anerican mlitary play in the defense of the
Constitution? 1In one literal sense, the mlitary is the very foundation
for the continuance of the nation. |In the nilitary, the concept of
civilian control of all aspects of national life is taught and upheld as a
cornerstone of denocracy. |In the mlitary, one out of every six nenbers
of the nation learns a trade or skill. In the mlitary, the concepts of
duty and discipline are taught and sust ai ned.

The American military provides the nation with a repository for na-
tional honor, ethics and a way for young people to | earn fundanental
skills that will get themstarted as productive nenbers of the nation
Remant s of racism sexismand religious prejudice surface in the mlitary
fromtime to time. Sadly, these "anti-somethings" are reflections of
society in general. Because the biases are so counterproductive and
di sruptive, the mlitary has spent vast quantities of time and effort to
counter and elimnate overt signs of bias.

One nilitary role is to provide the nation with a single salad bow ,
where young men and wonen fromall parts of the nation, with all kinds
of backgrounds and goal s and notivations, can be taught common stan-
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dards of |anguage, ethics and behavior. Learning that there are things

bi gger than self is inportant for the nation. 1t is the exposure to the
person who is "different"” and the subsequent understanding that the
"differences" are superficial that has hel ped the nation reduce prejudice.
Each officer has a noral inperative to neet the standards of non-biased
conduct and treatnent of people.

When people are put in harms way, there is no tine to renmenber that
Charlie is an "X'" or Sally a "Y." It is inportant to know that Charlie
and Sally are the best "Z' s" available, the best "Z' s" that can be nol ded.
It is interesting to note that when people are treated as people, they
display simlar aspirations, fears and needs. W no |onger conscript
people into the mlitary. Everyone wearing the uniformis doing so by
choice. They are where they are because of a belief that what they are
doing is going to be good for the nation and for thensel ves.

The 1922 Manual for Cadets at West Point devoted nore space to the

need to beat Navy in sports than it gave to the honor code. Cadets in al
servi ce academnies have a tine-honored tradition of seeing the other acad-
emes as the enemy. Nothing is inherently wong with students being
interested in student things. It is easier to identify with a specific
unit or branch or service than with a nation. However correct and
necessary it is to create a feeling of "us" and pride in unit or service,
it is also correct and necessary always to keep in nmind that the Arned
Forces officer serves the nation, first, last and al ways.

The concept of unit or service is useful, but national goals, ideals and
the totality of the Arned Forces are nore inportant. The debate over
roles and mssions is just a debate whose end-purpose is the defense of
the nation, not the size of the service budget or the right to be the sole
possessor of information or equipnment. It is as inportant as the debate
over the structure of the Joint Chiefs of Staff.

The nation that places its future in the hands of a group of Arned
Forces officers nust also provide that group with both the tools and safe-
guards to make sure it can function as the nation’s civilian |eadership
i ntended. The Armed Forces nmust be able to respond to the nationa
demands for adequate defense in a bal anced manner. They nust serve the
nation well, even if that neans accepting personally unpal atabl e service
nm ssi on changes.

Every Arned Forces officer nust understand the national defense sys-
temand how it works. Wen an officer understands the national inpera-
tives and his or her role in the defense of these inperatives, the nation
can be secure in the know edge that the trust given to its mlitary
officers is warranted. Only then can the nation be sure that |ega
exerci se of authority and the determ nation of national policy will remain
in lawful hands. Anything |l ess is unacceptable.
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You and Your People

S nce nmuch of this witing has focused on the interpersonal relation-
ships of the officer as a | eader, the purpose at hand is to cover certain
points not treated el sewhere. Wthin the mlitary, sinply getting al ong
with people is not enough. An officer’s prinme responsibility is to
devel op peopl e and nmake the nost of their talents. The purpose is to nake
a better and stronger mlitary.

Nothing is nore inportant. Mastering the skills and then doing the job
are cornerstones of a successful career. To get ahead, an officer nust
under stand what notivates people-individually and in groups-and nust
understand the changes in notivation under varying conditions and vari -
ous |levels of stress or enotion. Books can provide only the index to the
understanding. The primary source of this learning is the observation of
peopl e, the |l earning of what nmakes people tick

The first step is to |l earn where the people canme fromthe "who they

are" and "what they are." They all have sone basic things in comon.
First, they are all volunteers. Second, they cone from al nost every seg-
ment of the society, with all of those segnents’ biases and perceptions.
Third, they all have certain expectations that they want the mlitary to
help themfulfill. In short, they are not conscripts, and they are not to
be used as cannon fodder or bullet catchers. They nmay not have the sane
background, nores or noral bases you have. Last, they all expect sone-
thing-they may not be able to articulate it-fromthe mlitary experi-
ence. They are the sons and daughters of the nation. They are entrusted
into the military's care, its training and its |eadership. As a group
they are no better and no worse than any in our nation: They are the
nati on.

In an irreverent sense, they are like the "silly putty" used to nake
i mages and things. What they becone is a function of two things: the
mlitary's | eadership and their effort. Their effort alone is not enough
Their form ng nust have gui dance, direction, tenpering and reward to
transforma mall eable naterial into the tenpered steel of individual self-

69



di scipline and dedication to the unit, service and nation. They are hu-
mans w th hurman needs, wants, desires, famly rel ationships and occa-
sional failures.

A new |lieutenant, attending initial officer training, took a break be-
tween classes. Standing in the courtyard, he noticed that a group of ini-
tial enlisted trainees was also taking a break fromclasses in the sane
courtyard. As nore people cane out the respective classroons, the two
groups of people cane closer together. The |lieutenant waited and waited,
but none of the new enlisted people took notice of his shiny new bars and
none of them bothered to salute this paragon of officership. He wal ked
up to the closest enlisted trainee, who greeted himwi th an all-Anerican
"Hi, what’'s your nanme?"

The lieutenant was startled at this |ack of respect for his office and
person. "Do you see these?" he asked the recruit, pointing to the gold
bars on his uniform "Do you know what these nean?"

The recruit | ooked puzzled for a nmonent and gl anced at the Iieuten-

ant’s sleeve. Finding nothing on the sleeve, he sniled the happy smle of
one whose problens are over. "Nope," he said happily. "You ain’t got
not hi ng on your sleeve, and ny sergeant says that if you ain’t got nothing
on your sleeve, you ain't nothing."

Thomas Churchyard noted that "Sharp words make nore wounds than

a surgeon can heal." An officer who understands the job knows there is
never any reason to use sarcasm profanity or ad hom nem argunents
wi th anyone who doesn’t get a fair chance to answer back. The object is
to create a team not enenies. An officer and his or her people are a
teamat all tines, officially and socially. Good manners help to nake the
syst em wor k.

Names of people are inportant. The sweetest sound to anyone is his or
her own nanme. Learn it and use it!

After a formal and inpressive change-of -command parade and cere-

mony at Fort Carson, Cob., the departing battalion comrmander was

honored at a reception at the unit recreation hall. As he greeted the
line of soldiers, officers and their w ves, he called each by nanme, asked
somet hi ng about their famlies or status and then greeted the next. The
di vi si on commander wat ched from a nearby position with increasing

interest. "He may well be the only battalion commander in the Arnmy who
can do that," the general said at last. "And | can guarantee you that not
one nenmber of his battalion will ever forget him and many will seek to

serve under him again."

Each service has individual perceptions and rules for social conduct.
They are based on years of experience with the nuances of behavior that
have proved workable for that service. Sone are much nore formal and
restrictive than others. All are based on good manners, recognition of
the worth of individual people and the enhancenent of norale and esprit
for that service. Learn the rules, follow them and enjoy them because
t hey
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are a part of your life as an Arned Forces officer

Al things in life that bring | eaders pleasure do the sane for their peo-
ple. They have parents, spouses, birthdays, anniversaries, children, pro-
notions, illnesses, successes and failures. They respond to recognition
of these hallmarks in their lives. They are not neani ngl ess ciphers, but
people who will only give their best when they get the best fromtheir
of ficers.

That neans that rank is nost useful when it serves the needs of subor-
dinates. Don't ask how the dining hall is doing. Visit it in the mddle
of the night and find out. Don't ask the E-7 how people are doing in the
hospital. Visit them Wen they cone up with a good idea that works
give themthe credit. Wen they conme up with one that doesn’'t or nmke
an honest m stake, remenber President Harry S. Truman's sign on his
desk, "The Buck Stops Here." An officer gets paid to take the heat!

One | ast thought about an officer and his or her people: |If the officer
is really doing the job, his or her people will be trying to do theirs.
When the officer has taught themwell, he or she can give thema job and
let themdo it. Supervise only enough to make sure that they don’t need
your help to get the job done. M cronanagenent will serve only to create
nore supervi sory work than any 10 peopl e can acconplish.

Li stening well may be an officer’s nost inportant skill.
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The Code of Conduct

The Code of Conduct is a living framework for all Anmericans. It
applies in both peace and war and is common to all Arned Forces. Mich
like the Cath of Office, this sinple declaration is part of the glue that
mai ntains the Anerican mlitary as a unique establishment subordinate to
civilian control. Sonme historical perspective of the code' s devel opnment
is inmportant, because it applies to all of the Arned Forces and nust be
commonl y taught, understood and appli ed.

It is easier to understand how the code applies in peacetine than war.

If you accept Air Force Gen. Curtis Lemay’'s dictumthat there is no dif-
ference between the unlucky and the inconpetent, then there are sone
i medi ate problens in dealing with the issue of prisoners of war. Presi-
dent Richard Ni xon put the clearest perspective on the POVNissue. Sim
ply stated, he noted that the nation nust exert every effort to secure the
return of POM, but that the fact of POM coul d not dictate nationa
action in the conduct of hostilities. The issue is an enotional one that
requi res thought.

In tinmes past, people captured in battle had few options. They could
| anguish in prison until ransonmed or the hostilities ceased, or they could
take up arns for the captor, or they could try to escape. Qur nation has
used, until the post-Korean tinmefrane, nany approaches to the issue of
captured Americans. During the effort to end domination of the central
Medi terranean by the Tripoli pirates, we ransoned sone captives until it
becanme too expensive. Finally, an exasperated Anerican president sent
St ephen Decatur to force an end to this intolerable situation. Mich
| ater, we gave noney to aircrews so that they could finance their own
escape or evasion. In a nore recent war, we sent agents into hostile
territory with noney to ransom captured American service personnel

Over tine, we devel oped a general concept that the captured Anmerican
was to give only nane, rank, service nunber and date of birth; to escape
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when possible; and to continue to be a nmenber of the fighting force.
Mechani cal ly, the captured American was consi dered a conbat | oss, and

in nost cases the records of that Anmerican were sent to a repository unti
after the conflict.

Air Force Capt. Lance Sijan earned the Medal of Honor adhering to
these principles until his death in the prison canps of North Vietnam
The case of an aviator in Wrld War Il was different. As a second |ieu-
tenant, he was shot down by the Japanese, but evaded capture. Shot
down again within a nonth, he managed to escape fromthe prison canp
and return to his unit. Strict Anerican policy dictated that he could not
again be sent into conbat agai nst Japan after his escape, because he
woul d have been marked for instant death if captured again. The |ieuten-
ant was transferred to the European Theater and assigned to
fighter-escort and ground-attack duty.

H s aggressive, independent attacks on eneny ground forces gained a
ot of attention. On a mission in northern Italy, he was again shot down.
For many nonths, he evaded capture and attenpted to get through to the
American side of the lines. Getting through the eneny |lines was not that
much of a problem but he could not penetrate the American |ines.

After nmonths of being passed from farnhouse to farnmhouse and vil -
lage to village, he finally persuaded some fishermen to take himout to
sea and outflank the eneny lines. He was put into a small dory sone dis-
tance at sea; he rowed hinself ashore

After sone difficulty identifying hinself as an American pilot, he was
taken to Caserta, the headquarters of the Mediterranean Allied Air
Forces. There, he was taken to the office of Gen. Ira Faker, where he
reported for duty.

Al ong with being sonewhat of a hero, he also presented a bit of prob-
lemfor Gen. Faker. Through all of his conbat, escapes and evasi ons and
survival, his records had never caught up with him He was still a second
lieutenant. Gen. Faker said that any officer who had shown such dedica-
tion to duty was not going home with the sane rank he had when he |eft
the States. The general, who did not usually use an aide, nade him an
ai de de canmp | ong enough to pronmote him

The Korean War produced many tal es of heroismand even nore un-
founded runors of dereliction of duty. Some runors were based on fact.
The enemy was using a technique that had been dormant since the M d-
dl e Ages, when captives were given a choice of death or fighting for the
captor. They were brai nwashing prisoners. They were naking a clear, pos-
itive attenpt to convert captured forces to the ideol ogical precepts of
the captor. This technique worked on a few prisoners, and they formally
renounced the very ideals for which they had been fighting. The number,
however, was nuch smaller than some critics of the day thought it to be.

An extensive body of literature exam nes this phenomenon froma hun-
dred different points of view The key factor anmong the victins of brain-
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washi ng was that, for sone reason, they |acked a firm understandi ng of
just what they were fighting for and what they were supposed to do if
taken prisoner. Surprisingly, of the 7,190 U.S. prisoners captured by the
Nort h Korean and Chi nese forces, only one officer was ever convicted for
col l aboration with the eneny.

One of the mlitary's great virtues is the ability to recogni ze that
perfection is an ideal that people need help in attaining. One solution
was to provide a formal outline of conduct and behavi or

The outline has beconme the Code of Conduct.

Code of Conduct

1. | aman Arerican, fighting in the forces which guard nmy country

and our way of life. | amprepared to give ny life in their defense.
2. 1 will never surrender of my own free will. If in comand, | wll
never surrender the menbers of ny command while they still have

the nmeans to resist.

3. If I amcaptured, I will continue to resist by all neans available. |
will make every effort to escape and aid others to escape. | wll
accept neither parole nor special favors fromthe eneny.

4. If | becone a prisoner of war, | will keep faith with ny fellow pris-
oners. | will give no information or take part in any action which
nm ght be harnmful to nmy conrades. |If | amsenior, | will take com
mand. |If not, | will obey the | awful orders of those appointed over
me, and will back themup in every way.

5. When questioned, should | becone a prisoner of war, | amrequired
to give only name, rank, service nunber, and date of birth. | wll
evade answering further questions to the utnmost of my ability. | wll
make no oral or witten statenents disloyal to ny country and its
allies or harnful to their cause

6. | will never forget that | aman American, fighting for freedom
responsi ble for my actions, and dedicated to the principles which
made ny country free. | will trust in ny God and in the United

States of America.

In an interview after being released fromthe prisons of North Viet-
nam Air Force Col. WIliamJ. Baugh was questioned about being a pris-
oner and asked if he held any resentnent toward Anericans who pro-
tested U.S. involvenent in Vietnam His reply represents a cl ear
statenent of what the code is all about:

"I didn't enjoy the tinme in prison, the torture or the degradation
Wth very rare exceptions, anyone can be broken in body w th enough
torture. But the body will mend, and no one can change a mind with
torture. The
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Code of Conduct was the guideline that nmade the suffering bearable.

"We were hounded daily with publicity that condemed the war; nov-

i es, tape recordings, pictures and namgazi nes that showed the depth of
national concern about the conduct and fact of the war. W were even
shown nmenbers of Congress and filmpersonalities in situations that were
ill-advised and perhaps even technical treason

"The prison canp staff never understood why all of this information
never changed nost of our minds. Wat they really never understood was
that the right of nmy people to dissent was the reason that | was in the
prison canmp. It was that right that | had been fighting for; and the
fact of being in prison did not change ny mnd about that.

"I can’t even really conplain about being in prison. | knewit was a
possibility when | stuck up nmy hand and took nmy Cath of Office.”

Col. Baugh later was honorably retired with severe physical disabilities
as a result of his ordeal
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Anericans 1 n Conbat

NOTE: This chapter relates nost directly to ground forces. However;
the principles developed by Brig. Gen. S. L. A Marshall included in the
1950 and subsequent editions are worth | earning by any Arned Forces
of ficer.

I t is possible that the nature of war was changed over a small valley in
southern Japan in 1945. Fromthat tinme to this, it has becone possible
for the future of mankind to be changed with the press of a button and
the delivery of a nuclear weapon to its target.

One consequence of this change may not be understood by nenbers of
prior generations. There will never again be a buildup period; there
wi |l be no nassive troop novenent by air or sea, no intelligence gathering
that could lead to things like the "man who never was" and no Eni gma
or Utra that could break the codes of enenmies and |ead to success in bat-
tles on the soil of countries whose nanes we can barely spell

The changi ng nature of war neans that the Arned Forces officer wll
face extraordinary challenges. First is that what used to be "peacetine
duty" is now part of the nation's first |line of defense.

The possibility of inmrediate conbat di spenses with a buil dup period.
Current thinking is that our state of readi ness precludes the eneny from
attacking. In short, it is our ability to be prepared to enter conbat
that keeps the eneny fromstarting a global war. |If we are to naintain
the deterrent capability to preclude or to fight a gl obal war and, at the
sanme tine, respond to levels of conflict short of global war, all nmlitary
of ficers nust understand the nature of Anmerican fighting forces when in
conbat of any ki nd.

Conmand and control of forces in conbat can be mastered w t hout
experienci ng actual conbat.

For an officer who has nmade the nbst of the available training, it is
not only possible but probable that the first conbat experience will see
the officer in full possession of the faculties and instincts necessary
for both command and survival
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Practice and training in maneuvering forces is only an introduction to
t he educational process that makes this ability possible. A requirenent
for this ability is the continuing study of, first, the nature of man
second, the techniques used to produce unified action; and |ast, the
reports of past operations and future options, which are all well-covered
inthe literature of the mlitary profession

If this collateral study is actively pursued by each officer, nost of
VWhat has been | earned during the training periods will becone directly
applicable to the actions taken and the ability to | ead ot hers when under
fire.

Each service has its separate character and a fighting problemdiffering
in sone way fromthose of the other services. It is natural that the task
of successfully leading forces in battle will be partly conditioned by the
uni que character and nission of each service. The differences in
character and m ssion make it inpossible and even foolish to inpose a
general doctrine on all Anerican forces in conbat, no natter what service
or element to which they are assigned.

There are, however, a few sinple, fundanmental propositions that al
Armed Forces officers can use to deternine what they can expect from
average Anericans under battle conditions. Generally speaking, these
propositions or expectations have held true for America’s fighting forces
fromlLexington in 1775 to the present. They are fundanental to the way
all American fighting establishnents have built their discipline,
trai ni ng, code of conduct and public policy about the command of Americans
in conbat. Their prenise is that successful application of these
propositions in the past makes themvalid for the future and will enable
us to continue our traditions of freedom and individual dignity. These
propositions are:

1. When led with courage and intelligence, Anericans will fight as
willingly and as efficiently as any fighter in history.
2. Anerican keenness and endurance in war will be in direct rel ation-

ship to the zeal and inspiration of the | eadership shown.

3. Anericans are resourceful and imaginative, and the best results wll
al ways happen when they are encouraged to use their brains along
wWith their spirit.

4. Under conbat conditions, Arericans will reserve their greatest |oy-
alty for the officer who is the nost resourceful in the tactical em
pl oyment of forces and who is the nost careful to avoid unnecessary
| osses.

5. W are, to a certain extent, overreliant on nachi nes because the
nature of our civilization has nade us so. In an energency, we tend
to |l ook around for a machine or some ot her gadget that will make
the job easier, instead of thinking about using our muscl e-power to
get the desired end. |In conbat, this is a weakness that can thwart
contact and limt communication. Therefore, it needs to be antici-
pat ed and guarded agai nst.
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10.

11.

12.

13.

War requires neither the brutalization nor abuse of the American
fighter. The need is for an alert mnd and strong body. Hate and

bl oodl ust are not part of the attributes of sound training under our
Anerican system To clearly develop a line of duty, it is sufficient
to point Anericans toward the doing of it.

There is no such thing as an Anerican fighting "type." Qur best
fighting nen come in all colors, shapes and sizes. They cone from
every segnent of society and section of our nation

Anericans in any group or unit assune that the officer |eadership
wi |l be sound. They can be depended upon to fight loyally and obe-
diently and will give a good account of thensel ves.

In battle, Anericans do not tend to fluctuate between enotiona
extremes, in conplete dejection one day and in exultation the next,
according to changes in the situation. They continue, for the npst
part, on a fairly even keel, when the going is tough as well as when
things are breaking their way. Even when heavily shocked by battle
| osses, they tend to bounce back quickly. Al though naturally opti-
mstic, they gripe and will react unfavorably to any officer who is
al ways pessim stic and can only see the dark side of the situation

During battle, Anerican officers are not expected either to drive
their troops or to be forever in the lead, as if praying to be shot.
So long as the officer takes the sanme chances and shows a firmgrasp
of the situation and what needs to be done, the troops will go for-
war d.

In any situation of extreme pressure or noral exhaustion where the
nmen cannot be otherwise rallied and led forward, officers are ex-

pected to do the actual physical act of |eading both in person and
by exanple, even if this means taking over what would normally be

a subordinate’s or enlisted soldier’'s role.

Most Americans are normally gregarious and are not at their best
when required to function alone or in tactical isolation in battle.
They are not kam kaze types or one-nan torpedo types. As a result,
the best tactical results conme fromsituations and nmethods that |ink
t he power of one nman with another. People who are new to units

and have been carelessly received and indifferently handl ed w Il
rarely, if ever; fight as strongly and as courageously as the
newconer who is treated with common decency, wel cone and

respect.

Wthin our school of military thought, higher authority does not

consider itself infallible. Either in conbat or out, any tine a
situation arises where a mpjority of mlitary-trained Americans becone
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undutiful, that is a very good reason for higher authority to resur-
vey its own judgnments, disciplines and |line of action

There is never a good reason to lie to Anerican forces to cover up a
bl under in conbat. They understand conbat and have an uncanny
ability to find out the truth about tactical blunders. They wll un-
derstand mi stakes, but they will never forgive being lied to about

t hem

When spit and polish becone so i nportant that they seemto be-

cone the primary mssion and the ranks cannot see any legitinate
connection between these requirenents and the devel opnent of an
attitude that will serve a clear fighting purpose, it is tinme to
guesti on whether the enphasis on spit and polish is serving any good
pur pose what ever.

On the other hand, because the standards of discipline and mlitary
courtesy are designed for the express purpose of furthering contro
under the extraordinary frictions and pressures of the battle situa-
tion, maintenance of these standards under conbat situations is as
necessary as during training. Smartness and respect are the marks
of military alertness, no matter how trying the situation. However,
courtesy starts at the top with all ranks, and a decent regard mnust
be mmintained for the loyalty, intelligence and hunan dignity of al
of the American fighting forces.

Even though nmost Americans enjoy a good standard of living in
conparison to much of the world, in war they do not have to be
panper ed, spoon-fed and provided with every confort to keep them
fighting and devoted. They are, by nature, rugged and will respond
to the nmost rugged conditions in a magnificent manner. Soft han-
dling will soften the best of people. However, if nmoved by | eader-
ship that makes the best of a bad situation, even weak people can
devel op confidence and vigor in the face of necessary hardshi p.

Part of the Anerican nature is to be careless with resources. This
tendency follows Anmericans into the military service and, unless
carefully regulated, can lead to difficulties in combat when the con-
servation of resources is necessarily an inportant part of conbat
planning. It is inperative and a primary job of all officers to en-
sure that the American fighting forces have the necessary tools to
fight and that these tools be used in the nost efficient way.

It is critical that combat troops be as physically fresh and nentally
alert as is possible at all times. Extra work, exercises and any
activity that does not directly support this goal is unjustified and
unacceptable. Tired troops are hal f-whipped before the battle begins.
Worn-out officers cannot make clear decisions. It is the conserva-

79



20.

21.

22,

23.

24,

tion of energy, not the exhaustion of energy, that leads to
successful operations.

In conbat, it is vital that every nenber of the fighting force have

t he equi pnent necessary for the fight and not an ounce nore. Extra
wei ght or extra equi pnent can only detract fromthe capability to
effectively wage the battle. Prudence is nmandatory, but overcaution
and overl oading for all possible contingencies can destroy effective-
ness and the ability to rapidly respond to changi ng battle condi -
tions.

When engagi ng the eneny, one of the nobst inportant tasks of the
junior field officers is to make sure that all of the fighting force
is firing at the eneny. Even training and |ong practice in weapons
handling will not ensure that the majority of the fighting force will
actually fire at the enenmy. One tenet of our American culture is that
taking human life is inherently wong. This is a deep-rooted eno-
tion that is difficult to shake. It becomes less difficult to
overconme as nenbers of the fighting force realize that the eneny is
actually shooting at them However; during the initial stages of any
engagenent, it is nost inportant that the junior |eaders nake sure
that all nenbers of the fighting force are firing at the enemy. This
will require personal and intelligent direction of the individua
fighter so that the response to eneny fire beconmes an instinctive
process.

Every menber of the fighting force nust be provided with the in-
formati on necessary to ensure unity of purpose and action. No

matter what service, it is critical that the fighting force
understand the specific role and mssion that it rmust play to ensure
success. Because all battle plans will change to nmeet the changing
battle circumstances, it is not necessary that everyone know
everything. Even if the grand object nmay require apparently
conflicting ideas and know edge of these ideas may not be appropriate
for all levels of the fighting force, it is inperative that every
menber of the fighting force be fully aware of the specific inmedi ate
steps that they are being required to acconplish.

Everyone gets scared in battle. Being scared is not an excuse for
cowardi ce of any kind. The task of |eadership is to stop cowardice
by any means available that will not nake natters worse.

The Arned Forces know that there are sone individuals who can-

not handl e the stress and demands of conmbat, no matter how hard

they might try to do so. It has nothing to do with loyalty or effort
or willing spirit. It has to do with individual nakeup and the
ability of the flesh to respond to the denmands of conbat. [If any

i ndi vi dual has consistently denonstrated good faith and good
intentions, then it is not cruel but also ignhorant of the nature of
man to puni sh,
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degrade or humliate such a failing of the flesh. This individual de-
serves the benefit of the doubt and a possible second chance. |If,
however, the past performance of any individual indicates that this

ki nd of conduct is normal for the individual, then failure to take
pronpt action against the individual can only result in a degrada-
tion of the neaning of the efforts of the majority who are trying to
do their duty.

The United States abides by the laws of war. Its Armed Forces are
expected to conply with both the spirit and intent of these laws in
all of their actions. The officers of the Armed Forces are the nain
safeguard to ensure that all nmenbers of the Armed Forces comply

with these laws in both peace and war. It is only this respect for,
and obedi ence to, the reign of law that differentiates American
Arnmed Forces from wanton hordes of |ooters, destroyers of life and
property and other imoral persons. Nevertheless, the very nature
of war can |lead sonme of the fighting forces to fall prey to violence
and di sorder and to participate in unlawful actions. These actions,
at whatever |evel and for whatever reason, cannot be permitted to
exi st or continue. Only when all menbers of the fighting forces un-
derstand that every nember of the fighting forces nmust be abso-
lutely opposed to any unl awful conduct and that any such conduct

will be net with i mediate action will the United States be living
up to its national goals. For the officer who either accepts an un-
| awful order or permits unlawful action by any nember of his orga-
nization, it is no different than if he had cormtted the act hinself.

One purpose of training is to get trainees to "open up" and share
common goal s and ideas. This can happen only in an atnosphere

t hat encourages comuni cation and thoughtful discussion and col -

| ective action. Wen people are afraid, they go silent, and this very
silence intensifies the fear. In war, it is vital that comunication
continue and the fighting forces share each other’s thoughts openly

so they can strengthen each other and neet the mission demands.

I nspection is nore inportant in the face of the enenmy than during

trai ning, because a foul ed piece may nmean a | ost battle, an over-

| ooked sick man may infect a fortress, and a mslaid nmessage can

cost a war. By virtue of position, every junior |eader is an

i nspector and has the obligation to nake certain that the force is, at
all times, ready and able to acconplish the nission

In battle crisis, a majority of Americans present will respond to any
person who has the will and the brains to give thema clear, intelli-
gent order. They will follow the | owest-ranking nman present if he

obvi ously knows what he is doing and is the noral master of the
si tuation.
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Anericans are uncommonly carel ess about security when in the

conbat field. They have always been so; it is part of their nature.
Operations anal ysts have reckoned that this fault in itself can ac-
count for approximtely one-third of our casualties. This weakness
being chronic, there is no safeguard against it except supervigilance
on the part of officers, and the habit is fornmed easiest by giving
forenpst attention to the problemduring training exercises.

For all officers, it is just as inportant to understand the character
of our fighting forces as it is to continue to study just how this
character can be applied to all aspects of our training so that we
can continue to strengthen each of our services. That arned force is
nearest perfect that holds itself, at all tines and at all levels, in
the state of capability necessary to neet its specific mission in the
defense of the nation and its Constitution. Only in this way can the
concept of "officership" reach its full potential
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Present and Future Trends

-l-oday’s Armed Forces officer serves in a high-technol ogy environ-
ment, using equipnent that earlier generations only dreaned about to
achieve mastery of a "battlefield" that may extend over great distances or
may be confined to a very local area.

During World War 1(1914-1918), an infantry soldier could advance
over terrain clear of eneny forces at about 2.5 miles per hour. In Viet-
nam during the 1960s and 1970s, infantry units noved by helicopter at
150 m |l es per hour

Reconnai ssance of eneny forces noved within just a few generations
frombinoculars to hot-air balloons to aircraft of increasing conplexity
and capabilities. The next |ogical steps were reconnai ssance by unnanned,
renote-controlled aircraft and by satellites orbiting Earth. Both carry
sensors and transnmitters that enabl e commanders to keep watch over eneny
novenments and equi pnent in real tine.

That kind of watch is essential to the nodern commuander. Wen the
Italian fleet surrendered to the Allies in the sumer of 1943, the admira

in conmand as it arrived in North Africa conplained, "I have not been
able to get steamup in a destroyer w thout you knowi ng about it, sone-
times before | got the report fromthe ship nyself!" An aerial-
reconnai ssance watch had been naintained for nmonths. |In the Cuba m s-

sile crisis of 1962, Anerican photographs and el ectronic surveillance
noni t ored each devel opnent of the missile bases and the arrival of the

m ssiles. Oher sophisticated systens told the Pentagon when the war-

t hr eat eni ng nucl ear war heads were di spatched toward Cuba. The inforna-
tion allowed the Anerican nmilitary | eaders and President John F.

Kennedy to nake vital decisions and take effective action to avert a grave
threat to the nation

During the 1982 war between Britain and Argentina, Soviet satellites
kept watch over British fleet novenents. The infornmation they gai ned
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was passed quickly to the Argentine forces and undoubtedly affected
sone operations during the war.

Space is a mlitary environment today. Thus the joint U S.-Canada
Nort h American Aerospace Defense Command ( NORAD) nmintains a
24-hour watch on all objects orbiting the earth and even those that
achieve only a partial orbit. 1In addition, the conplex inside Cheyenne
Mountai n, at Col orado Springs, Cob., keeps track of "space junk." It is
bits and pieces of satellites that deteriorated and returned to the deeper
at nosphere, where the bul k of the equi pment burned up on re-entry. It
may be an apocryphal tale of the trade, but sonme Cheyenne Muntain
veterans insist that they once kept track of a glove |ost by an astronaut
or cosnonaut.

Today’s surveillance nmust be even nore conplex and conpl ete than

those that tracked the Italian fleet or Cuba nmissile sites. \Wether a
techni cal expert overseeing the operation of sophisticated systens or a
conmander or operations officer with broader responsibilities, the Armed
Forces officer is a conbination nanager and | eader with unique authority
and burdens. Accurate, tinely information enables the officer in charge
to avert or deflect actions that would result in serious harmto the na-
tional interest or affect operations on a nore local scale. The officer
nmust be prepared to deal with such responsibilities.

Each officer in the chain of comand nust know the capabilities and
limtations of the conplicated systens available to carry out the m ssion
No one can be expert in all technical disciplines required by nodern
armed forces. Mre and nore, though, each officer is likely to be a true
expert in at |east certain phases of the systens in use. The officer is
likely to know how they interact with other systens to nake up a conplete
def ense.

All mlitary equi pment has been affected to sone degree by advances in
technol ogy, but not all itens have been changed radically. Electronics is
an exception.

Devel oprment of the electronic mcrochip made it possible to mniatur-
ize itens of equipnent that once required | arge power sources and, in
some cases, substantial transport facilities. As a result, the individua
in conbat often is carrying sophisticated tools that greatly increase
i ndi vi dual effectiveness. Sone such gear is personal equipnment; nmost is
installed in aircraft, tanks, ships or nobile forward ground positions.

I ntroduction of the Airborne Warning and Control System (AWACS)
was a marked step forward in conmbat managenent. Earlier aircraft-based
systems had presaged the use of airborne conmand posts in which the
conbat director could see the entire field of conbat, covering an area of
hundreds of square miles, in real tine. Wen nmenbers of the U S. Joint
Chiefs of Staff actually experienced the new capability of this equipnment,
t hey becane enthusiasts for its purchase and deploynent. Said Gen.
David C. Jones, then chief of staff of the Air Force, "W flew well inside
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the Western side of the ‘Iron Curtain’ border and watched pl anes take off
and land at Berlin's airports. Then when the range was reset, we watched
the sane thing going on at Warsawl" That kind of technical narvel
changes the whol e concept of battle nanagenent for both airborne and
surface conbat ants.

Modern battle comruni cati ons systens give the individual soldier,
Marine, sailor, airnman or Coast Guardsnman a satellite-based connection
with his superiors and confederates and can tell himexactly where he is
on the face of the Earth, within a few neters.

Modern Navy innovations include the seni-subnersible heavy-1lift ship,
used to nove snaller vessels over great distances of open ocean-the first
was | eased from Norway-and the high-tech Aegis cruiser, the nost
sophi sticated conbat control center ever put to sea. A |eased squadron of
Israeli fighters (F-21A Kfirs) becane "adversary" aircraft for naval avia-
tion training.

A spinoff of the new technology is an entirely new set of acronyns,
initials and words in the mlitary lexicon. An officer must know the new
terns to supervise personnel to whom such | anguage i s second nature.

An exanple of the sonetines baffling habit of nodern technical ex-
perts to talk in acronyns and abbreviations occurred when the U S. Air
Force chief of staff was addressing cadets at the Air Force Acadeny in
Col orado. A first-year cadet was assiduously taking notes, but seened
baffled by a termthe general was using repeatedly in the speech
Finally, the puzzled cadet |eaned over to the officer seated at his side
and whi spered: "Sir, how do you spell ‘seek-you-bye? " The termfor
conmmand, control, conmunications and intelligence (C31) is so often
abbreviated that mlitary personnel routinely had fallen into the habit of
pronounci ng the abbreviation as "C cube, [|."

Operation of today’'s equi pment requires the officer to be physically
and nentally fit at all times. While these are historical requisites of
| eadership in mlitary forces, today no | eader at any level can afford to
sulk in the tent for days while deciding on a course of action. Vital
deci sions and action are required on the basis of conbat information that
tolerates no delay due to the tenporary incapacity of the officer in
charge. Substance abuse-the nodern eupheni sm for abuse of drugs and
al cohol -i s unacceptable. The officer, whatever his rank or whatever |evel
of responsibility, rmust avoid such personal abuses and must learn to spot
abusers anobng subordi nates and have the courage to correct the situation

Perhaps today’s greatest threat to mlitary discipline, readiness and
ef fecti veness comes fromthe abuse of drugs. It seriously threatens an
armed force’'s ability to respond effectively to a crisis. Sone
governments that are known to sponsor international terrorismor guerrilla
forces bent on the disruption of neighbor nations illicitly export illega
drugs as weapons of irregular warfare.

Each officer, therefore, must be vigilant in efforts to keep drugs out
of
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the conmand. Drug abuse is as old as society; that makes it no | ess
threatening to today’'s arned forces

Depl oyments of Anerican forces around the world offer cultural, social
and educational opportunities for American service personnel of al
ranks. Their dependents, however, nmay find that |ocal situations vary
both in the facilities available and the warnth of wel cone Anericans re-

ceive. |In many areas, the local populace and governnent greet the Ameri-
cans as friends, there to offer protection through nutual defense-
services. |In others, the attitude may be cool or even openly hostile.

Any hostility is apt to cone froma |loud mnority opposed not only to the
Aneri can presence, but to the purposes of the alliance that brings it.

Anerican famlies stationed abroad sel dom consider that they could
beconme targets of kidnappers or other terrorists, but even individual sol-
di ers have been taken in the post-Wrld War Il environment. Just as the
airman or soldier in aerial conbat for the first time is surprised to
realize that the foe is aimng deadly weapons directly and personally at
him the American abroad is slowto realize that the individual Anerican
can be hated and harned. Yet, during the period between the end of Wrld
War Il in Europe and the end of the Berlin blockade (and airlift) of
1948- 1949, several hundred individual Anerican soldiers were spirited
across the borders in and around Berlin by faceless foes. Not all were
recovered. The practice ended only when Arnmy Gen. Lucius D. d ay,
American forces commander-in-chief in Europe, nmade it clear that effec-
tive retaliation would result if any nore Anericans di sappeared in such
ki dnappi ngs.

Terrorism a new kind of warfare, attenpts to elude responsibility for
hostil e actions while exerting maxi mum pressure on the target nation or
people. \While there can be no fixed plan of response to such clearly
flexible plans of attack, each officer nust be aware of the threat and
ensure that command personnel are equally prepared to take precautions and
deter attack, but not degrade the mi ssion

The Arned Forces officer nust be aware of the family-group pressures
that can result fromsuch alien situations. A highly trained and
notivated sergeant may be only marginally effective if forced to worry
constantly about the situation affecting dependents Iiving outside
American jurisdiction. A know edge of the appropriate Status of Forces
Agreenent is an inportant managenent t ool

The officer nmust know the situation of each fanmily living "on the
economy" outside the base facility. Housing may be far bel ow acceptabl e
standards. The idea of one washer and dryer for 24 famlies is repugnant,
yet it has been inmposed on American service families in Europe and Asia.
The officer expected to | ead the heads of those families in conmbat cannot
i gnore such situations.

Expenses in overseas assignnents sonetimes outrun inconmes for those
in the |lower ranks. A good officer nust know what resources are avail -
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able to assist those who may be in real financial distress. The officer
al so should be aware of reassignment procedures to be used when a transfer
is the only way to retain experienced career people in service.

As in all assignments, there is no substitute for know ng the people and
their problens as well as their capabilities.

Deal i ng wi th subordinates al so neans knowi ng how wel | -i nforned t hey
are on the nature of the threats they face and how they react to those
threats. The danger from nucl ear weapons is constant in today’'s world.
Proliferation of the nunber of nations possessing themis one of the pri-
mary worries affecting all governments. It is the subject of
i nternational agreenments and tal ks.

Nucl ear weapons are like the genie that could not be put back into the
bottle. They have been invented, and a nunber of nations know how to
make them A sonmewhat smaller number of nations can manufacture and
depl oy them \hether they have done so is, in each case, a ngjor na-
tional policy matter.

Nucl ear threats are a constant concern to Arned Forces fanmilies. A
good of ficer must deal with fears to ensure that they remain in proper
perspective, that they are not allowed to become a norale problemfor the
whol e conmand and that both military personnel and dependents realize
t hat whatever |level of threat they face is probably shared by the |oca
popul ati on.

Anot her threat that requires attention comes fromthe nature of poten-
tial enem es of our country. Each officer has a | eadership obligation to
i nform command nenbers of the threat’s nature, its history, its capabili-
ties and what it has nmeant to other nations that have fallen to its
actions.

In our day, the threat of international conmunist forces, whether the
nmoverment s of national forces by conmuni st nations or the use of proxy
forces, is a legitimte object for study by all ranks. The meaning of
geopolitics, the inportance of strategic minerals and the peril that could
cone fromhostile control of key locations around the world concern al
menbers of today’s Arned Forces. Every comrander can and shoul d
| earn about those subjects. It is equally inportant to ensure that those
in the command share that information. The Departnent of Defense and
the various nilitary schools have excellent materials that can be used for
training and information prograns. Many non-mlitary texts are excellent,
but care nmust be taken to avoid unreliable materials. Those based on
heavy- handed scare charges or on recogni zed canards are di sni ssed as so
much propaganda. The risk is that legitimte resource materials will be
i gnored or lunped with the street preacher’s warning that the world is
about to end.

The enornmous costs of defense in nodern times create opportunities
for fraud or waste resulting in great costs to the government. Each
of ficer has a duty and responsibility to keep constant watch to avert such
costs, which not only have a nonetary price but can affect norale and
readi -
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ness. The officer in the junior ranks will seldom have an opportunity to
affect "big picture" expenses, but the mllions of smaller costs are under

the control of the officer corps at all levels. They add up. As Sen
Everett Dirksen of Illinois said a generation ago, "A billion dollars
here, a billion there, and the first thing you know you are dealing wth

real noney!"

One generation ago, in terns of mlitary personnel, the secretary of
defense reported to the president that the | argest defense budget the
United States could afford in the foreseeable future was in the nei ghbor-
hood of $15 billion. Wthin a year of that warning, the defense budget
was doubl ed. Even that figure, which now sounds snmall, is a huge outlay
of national resources. The entire defense budget is nade up of individua
itens purchased, in nost cases, fromthe | owest bidder. Each exanple
of waste that defense critics can point to with alarmreduces the
ability of the Defense Department to buy the essential equi pnent and
supplies.

Each officer can ensure that equipnent is used in the intended fashion,
that supplies are not scattered aimessly, that personnel are not assigned
to usel ess tasks, and that critical funds are saved in many ot her ways.
Bei ng a guardi an of the defense budget is the managenent part of a |ead-
er’'s responsibility.

Managenent al so includes the responsibility to make sure that apparent
econom es do not come out of the pockets of service nembers. Curtailing
on- base bus service may force some junior people to purchase autonp-
biles. They nmay not be able to afford safe vehicles, insurance and
upkeep.

Finally, in a review of current and future trends, it must be noted that
t he senior-subordinate relationship in the Armed Forces is nore rel axed
today than in some earlier generations. That does not nmean that there
has been, or should be, a relaxation of military courtesy and discipline.

H gh-technol ogy equi pnent has produced a force of technicians, ex-
perts and skilled workers in uniform Each is respected for individua
skills and knowl edge. Each still has a place in the chain of conmand,
and each is obliged-by the organized teamwork required-to be both an
effective | eader and a conscientious follower. That is the essence of

mlitary professionalism |t produces nutual respect anpbng officer and
enlisted personnel. Were that respect exists, an effective organization
is at work.
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